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FOREWORD

Our ability to translate the latest research findings into practice in a timely manner can
be discouraging. Further we face challenges of how to apply the rigidly controlled environments
of randomized-controlled trials with their related successes to the real-life environments of
clinical practices. Focused efforts must be implemented in order to see the fruition of our labors
into real clinic settings to ensure our patients receive the best treatments possible. These efforts
must also support implementation in a variety of unique environments 1 each health care
system, clinic, and individual with whom we work may need different types of support. Simply
writing and issuing a national policy to implement a new strategy will be insufficient to see the
fruits of our labor.

Perhaps that is why | am so enthusiastic about the publication of this updated
Implementation Facilitation (IF) Training Manual. IF has been critical to the success of multiple
national efforts within the VHA system i measurement-based care, primary care-mental health
integration, and evidence-based psychotherapy initiatives, to name a few. The beauty of IF lies
in its strong foundation in implementation science principles combined with the practical
applications needed to support administrators, clinicians, stakeholders, and patients in rolling
out evidence-based interventions. IF hears the voices of all these individuals and helps to make
research-based strategies practically supportable in the real world setting in which we all
practice. It is patient and provider centered in its approach, in true support of our Quadruple Aim
mission.

The Manual was originally developed to support implementation of evidence-based
practices and programs and other clinical innovations in the VA and has been used, along with
an IF Training Program developed by the VA Behavioral Health (BH) Quality Enhancement
Research Initiative (QUERI), to support a multitude of national clinical initiatives. This version of
the Manual reflects the latest IF research and theory, as well as the experiences of IF experts. It
is a practical resource for those who are new to implementation facilitation and those who have
been applying it for years. The Manual was developed by IF experts who are affiliated with VA
BH QUERI and have substantial experience and expertise in applying and testing the impact of
IF strategies to support implementation of evidence-based practices and programs and other
clinical innovations. Over the past 8+ years, they have systematically worked to transfer this
knowledge to national VA leaders, frontline clinical managers, other QUERI/VA researchers,
and non-VA researchers through development and ongoing refinement of an IF Training
Program. Not only are these among the most brilliant minds in implementation science | have
encountered, they are also individuals who care deeply about bringing evidence-based
practices to patients, while also caring for and supporting the people ensuring its
implementation.

Those who choose to utilize this resource and receive training from these partners will
find their ability to implement best practices to be tremendously strengthened, even at sites
facing the greatest challenges. | am indebted to each of these individuals for their strong
support of so many efforts for us in VA nationally over the years and | am thrilled to see their
work translated in such a manner to have even broader reach to each of you and the systems
and individuals you serve.

Lisa K. Kearney, Ph.D., ABPP
Deputy Director 1 Suicide Prevention; Acting Director i Veterans Crisis Line
Office of Mental Health and Suicide Prevention, VA Central Office



INTRODUCTION TO THE TRAINING MANUAL

Implementing evidence-based practices and programs, or any complex innovation, is
challenging. Implementation Facilitation is a strategy with proven success in supporting
implementation efforts. Facilitation has been widely used in many fields (e.g., management,
education, social work, community development, mediation, as well as healthcare). Typically,
we think about facilitation as a process of working with groups to support participatory ways of
doing things. Group facilitators are generally experts in the process of helping groups, e.g.,
make decisions and identify and solve problems. Although group facilitation may be used to
support implementation efforts, it may not be sufficient to help complex healthcare organizations
make the changes needed for improved clinical practice. This manual focuses on
implementation facilitation (IF), a multi-faceted process of enabling and supporting individuals,
groups and organizations in their efforts to adopt and incorporate innovations into routine
practices. IF may often include many other implementation strategies, e.g., audit and feedback,
education and training, and stakeholder engagement.

The purpose of this manual is to:

1) provide information and resources for individuals seeking to understand and apply
implementation facilitation, and

2) support the development of the skills facilitators need to help organizations implement
innovations.

The manual incorporates implementation science and clinical operations expertise and includes
practical recommendations for applying evidence-based implementation strategies that can
improve uptake of evidence-based clinical practices by targeting barriers at the provider or
health care organization levels. Although there are other

publicly available materials that serve the same purpose, this 3

manual also provides practical guidance for supporting Program

implementation of innovations within Department of Veterans a complex innovation that

Affairs (VA), Veterans Health Administration facilities. Some includes multiple

innovations are more complex and include multiple components

components (e.g., changes in provider behaviors and ~ ’

workflow processes). The wor d, Aprogramo in this naenual ref

manual was designed to be one component of a facilitation training program, but it can also be
used by any individual wishing to obtain information and/or hone skills needed to help
healthcare organizations implement innovations. For example, practice facilitators working with
Practice Based Research Networks, coaches, and quality improvement leaders may also find
this Manual helpful.

This Training Manual consists of ten chapters. The first two provide general information about
IF. In Chapter 1, we provide a brief overview of IF, issues to consider when using an IF strategy,
conceptual models that can guide the use of the strategy, the current evidence for the
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Introduction to the Training Manual

effectiveness of using IF, and some discussion about when IF should be applied. Chapter 2
provides information about the characteristics of good facilitators; the knowledge, skills, and
core competencies that facilitators need to be effective; and how to learn IF skills and develop
competencies. In Chapter 3, we discuss different models of IF, provide an overview of the
phases of the implementation process, and how change agents (including external and internal
facilitators) work together across phases of implementation.

The next four chapters provide practical guidance for those who may be in a facilitator role;
therefore, they are written in the first person. These chapters focus on conducting IF activities
and monitoring and improving IF processes. Chapter 4 describes the critical tasks facilitators
need to perform during the pre-implementation phase in order to lay the foundation for all other
IF activities. Chapter 5 provides practical information about IF activities for helping sites and
their stakeholders successfully implement an innovation. Chapter 6 describes activities and
resources for sustaining the innovation and Chapter 7 provides guidance for facilitating
implementation virtually, i.e., with limited or no in-person contact between facilitators and site
personnel.

In Chapter 8, we provide some special applications of IF for implementing virtual technology,

e.g., Video Telehealth to Home, to deliver innovations. Chapter 9 discusses methods for

evaluating an IF strategy through documenting facilitation activities, assessing fidelity to the

innovation as well as to the implementation strategy, and assessing outcomes. Finally, Chapter

10 discusses strategies facilitators can apply to support their own wellbeing and thereby

enhance their effectiveness. The appendices include references to additional materials and

sample tools and materialst o r ei nf orce and advance. facilitators

Additionally, this version of the IF Manual incorporates, for the first time, cutting edge
knowledge, suggestions, and resources for using IF to reduce disparities in healthcare
implementation and to promote health equity for all people. We have much to learn and study
about overcoming implementation barriers leading to disparities, such as structural racism or
heterosexism. We showcase our commitment to humble reflection, learning, and action to
promote health equity in a more socially just society by beginning to explicitly consider and
address implementation disparities in this new version of the manual.

This manual is a work in progress and will be informed by future findings from IF studies as well
as possibly your own experiences. We invite you to provide us with feedback and materials or
resources that may be helpful to others who are embarking on this journey. We encourage you
to share this manual or the link to it with others, both in and outside of VA:
https://www.gueri.research.va.gov/tools/implementation/Facilitation-Manual. pdf
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CHAPTER 1
OVERVIEW OF IMPLEMENTATION FACILITATION

Although implementing and sustaining evidence-based practices and programs (EBPPs) can
improve the quality of healthcare and the outcomes patients experience, the processes involved
can be challenging. This is particularly true when implementing relatively complex clinical
programs (e.g., Integrated Primary Care), Evidence-Based Psychotherapies). Such programs
require significant stakeholder engagement, support from multiple care specialties, and changes
in provider attitudes, organizational structures and processes, and clinical practice.!? Effective
implementation of clinical and organizational practices and programs involves tailoring them to
individual settings, applying diverse implementation strategies to support adoption, and
involving multiple stakeholders. Although the Department of Veterans Affairs (VA) is a
forerunner in the development, promotion, and implementation of EBPPs through innovative
research initiatives, guidelines, quality improvement efforts (e.g., performance monitoring), and
programs designed to leverage and advance implementation science, many VA clinical settings

struggle with implementing EBPPs and other clinical 4 N
initiatives. In this Manual, we primarily focus on the INNOVATION = WHAT
application of implementation facilitation to support EBPPs or any clinical or
adoption of EBPPs in VA clinical settings; however, organizational practice, program,
we have found that previous versions of this Manual or initiative being implemented
were applicable to non-VA settings as well. Because

healthcare organizations frequently implement new SETTING/SITE = WHERE
practices, programs, and initiatives, evidence-based Location (e.g., organization,

or not, in this Manual we will call WHAT is being _ clinic, facility) where the
implemented, the finnovation,6and WHERE the innovation is being implemented
innovation is being implemented, the fsettingoor \ o
Ansite."

Implementation facilitation (IF) has been widely used in many healthcare organizations to
support implementation of innovations. In its simplest form, IF is a process of interactive
problem-solving and support that occurs in the context of a recognized need for improvement
and a supportive interpersonal relationship.*®> However, IF can also be a very complex,

multifaceted implementation strategy that addresses £ 3
challenges or barriers by incorporating many other IMPLEMENTATION STRATEGY
implementation activities. These include but are not What you do (or someone else
limited to identification and engagement of key does) to help the setting implement
stakeholders at all organizational levels, problem the innovation
identification and resolution, provision of local N o

technical support, creation of learning collaboratives, academic detailing (presentation of the
evidence that supports a practice or program), marketing, staff training, patient education,
formative evaluation, audit and feedback, engagement of opinion leaders and clinical
champions, and role modeling.*®*° IF can be applied in any healthcare setting but a great deal
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Chapter 117 Overview of Implementation Facilitation

has been written about a specific type of IF, called practice facilitation, which is primarily applied
in primary care settings.”1° Practice facilitation has also been used to bridge clinics and
communities in some studies and is increasingly used to link payers and health systems/clinics.
There are currently no clear distinctions between IF and practice facilitation, although IF focuses
on the implementation of innovations, when in some cases practice facilitation has been utilized
to improve existing healthcare processes.

Although facilitation has been used in many disciplines, the tenets of IF in healthcare arose from
the education and nursing disciplines and acknowledge the fact that, while research evidence
supporting a given program or practice is important, clinical experience and professional
knowledge provide additional evidence that directly affects the adoption of an innovation.%12
For example, learning about the experiences of a colleague who has successfully used the
innovation may be more compelling evidence to a provider than a journal article. In addition,
factors within the implementation setting or context influence innovation adoption. For example,
organizational structure, leadership support, prior experience in new practice implementation,
and methods of communication directly influence implementation efforts. Finally, characteristics
of the innovation being implemented influence uptake. As mentioned earlier, highly complex
innovations such as the integration of mental health services into primary care settings may be
more difficult to implement than a less complex innovation such as prescribing a new
medication that has just been approved. Implementation facilitation provides a process through
which factors that impede uptake of the innovation may be addressed whether such factors are
associated with those receiving the innovation (i.e., the recipients), the context within which the
innovation is being implemented, or characteristics of the innovation. For additional information
on the influence of evidence, context, and innovation characteristics on implementation, see

di scussi on o fi PromeatingdActiontoe Researthdnaplementation in Health

Ser vi PARIHS) flamework on page 7.

Implementation facilitation involves helping rather than telling.23 Establishing a partnership
based on mutual respect with stakeholders at r

the implementation setting is critical to
successful implementation. IF is not a
process of providing resources and stepping
back or simply telling someone what to do.
Rather, it requires the creation of a
supportive environment within which
knowledge may be exchanged, barriers to
implementation identified, and processes or . s
solutions to overcome those barriers developed, applied, and refined.®* IF also involves both
doing and enabling. At times, facilitation involves doing something for the organization or its
stakeholders. For example, facilitators may provide education or monitor uptake of the
innovation through audit of electronic clinical data and feeding this information back to clinical
providers (audit and feedback). At other times, they may help and enable clinical providers to
provide education or feedback to others. Although facilitation of each implementation effort has
its own purpose and goals, ultimately, the overall purpose of facilitation is to provide the help
and support needed to improve clinical care and patient outcomes.

Implementation &cilitation involves
helping rather thantelling. Establishing a
partnership based on mutual respect with
stakeholders at the implementation setting

is critical to successful facilitation
activities.
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Chapter 117 Overview of Implementation Facilitation

This manual is designed to help implementation facilitators or those planning an IF process
think about a number of factors.

Issues to Consider When Planning an Implementation Facilitation Strategy

Will the facilitator be internal or external to the setting?

Facilitators can work either externally or internally to the setting. For example, an
external facilitator may be an expert in general implementation strategies and tools and
have expertise or credible knowledge about the innovation and its evidence base. An
internal facilitator may be familiar with facility-level organizational structures, procedures,
and culture as well as, if needed, the clinical processes within the healthcare network
(e.g., the Veterans Integrated Services Network) as applicable. A particular
implementation effort can include an internal facilitator, an external facilitator, or both.
Although external facilitation is frequently applied in settings in which local staff lack
implementation knowledge and skills, combining external and internal facilitation can
support the current effort as well as build capacity and knowledge that may be applied
by the internal facilitator in future implementation efforts.

What will facilitators do?

Webve already ment i on eatbrs sap pedorma duchasengagingt i es f ac
stakeholders, problem-solving, and providing education. The particular activities that

facilitators engage in and when they do them depend upon stakeholder needs during the
implementation process.®'>1¢ For example, pre-implementation activities focus on

engaging leadership support, identifying key stakeholders, and academic detailing. Late-

phase implementation focuses on activities to sustain an innovation (e.g., establishing

ongoing audit and feedback processes and fostering EBPP role modeling). Sometimes

facilitators are responsible for dual roles. For example, a clinical provider with

designated time for IF activities may serve as an internal facilitator in addition to

performing their clinical duties. Chapters 4-8 describe IF activities in detail.

What knowledge and skills should facilitators have?

Implementation facilitators need a wide range of knowledge and skills.*”*° In addition to

core skills, e.g., interpersonal and communication skills, and those related to applying IF
processes, i mpl ementation facilitators need so
innovation, its core components and how it should be implemented. They do not have to

be experts in the innovation. They can consult or collaborate with experts as needed, but

without their own credible knowledge of the particular innovation, facilitators will have

difficulty performing facilitation activitiessuch as assessing the organi ze
for change, needs, resources, and barriers and facilitators to change. Chapter 2 will

provide detailed information about the knowledge and skills that facilitators need to be

successful in the role.
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Chapter 117 Overview of Implementation Facilitation

How long and how often should facilitation be provided?

Facilitators need to consider how long they will work with a setting to support
implementation of an innovation. Many factors should be considered when making this
decision, e.g., the complexity of the innovation, t he or gani zati onds si ze
and resources for implementation, as well as the resources available to support the
efforts of the facilitator. The duration of the strategy overall may, in some cases, be pre-
determined (e.g., six months) but whenever possible, IF should continue until the
innovation is well established within the clinical setting(s) and/or local change agents
take full responsibility for supporting implementation or sustaining the innovation.
Facilitators also need to decide how frequently they will interact with site stakeholders.
The frequency of interaction may also be pre-determined (e.g., through weekly, bi-
weekly, or monthly calls) or be scheduled based on the needs and characteristics of the
site. In either scenario, interaction may be a mix of regularly scheduled interactions and
other ad hoc interactions as needed.

Will facilitators work with other change agents to effect change?

Implementation is likely to be more successful when internal change agents are
engaged in supporting implementation. Facilitators can engage and work with local
change agents, such as clinical champions, opinion leaders, and/or quality
improvement/implementation teams, who share responsibility for implementation. (See
Appendix A-2. Glossary of Terms, pages 140-144, for definitions of these terms).

Which stakeholders will implementation facilitators target?

Facilitators need to target all individuals and groups of stakeholders who can impact
implementation of the innovation and/or will be directly affected by the implementation
effort. Some of those stakeholders may be the providers of the innovation, other
providers and staff who refer patients to innovation providers, or the patients
themselves. Facilitators also need to target organizational leaders who can support
implementation efforts, as well as frontline clinicians and other staff members who must
be involved for successful organizational and clinical practice change.

What medium will implementation facilitators use?

Facilitators can use any medium of interaction that is available to them and effective. In-
person meetings are always valuable for assessing sites and engaging stakeholders but
may not be feasible for every interaction. Facilitating implementation virtually through
phone conferencing, videoconferencing, webinars, and other technology-based
mediums may be necessary if resources for travel are not available or in other
circumstances where in-person interactions would not be recommended (e.g., COVID-
19 pandemic). See Chapter 7 for more information on virtual IF.
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Chapter 117 Overview of Implementation Facilitation

A

Conceptual/Theoretical Frameworks for Guidingl F6s Appl i cati on

Scholars agree that it is important to use implementation science frameworks/models to
understand and guide the implementation process, as well as to identify and address factors
that hinder and support it.2%?? Although using a conceptual framework is valuable, discussion
about the many available frameworks, how to select those tailored to a particular innovation and
context, and how to apply them is beyond the scope of this Manual. For that reason, here we
discuss briefly one framework (i-PARIHS) that is particularly well-suited to the use of an IF
strategy, and then we mention a couple of other frameworks that may be of interest as well.

The integrated Promoting Action on Research
Implementation in Health Services (i-PARIHS)
framework, which was informed by other

Figure 1: i-PARIHS Framework

theories, models, and frameworks and the I-PARIHS
extensive experience of its developers, Flfarnework
proposes that implementation is influenced by B o

four domains and the dynamic interaction Facilitation = Successful
between them.42 Specifically, i-PARIHS ! | mplemenisies
proposes that implementation is influenced by !

characteristics of the innovation being

implemented, the people who help implement |:

or who receive the innovation (recipients), and I

the organizational context in which the | Recipient

innovation is implemented. A fourth influencer,

facilitation, is the active ingredient needed for successful implementation. Facilitation can
address the challenges and leverage the positive influences related to the innovation, recipients,
and context. Thus, the i-PARIHS framework is ideally suited to guide the facilitation process.*

Though IF is frequently associated with the i-PARIHS framework, other conceptual frameworks,

such as the Consolidated Framework for Implementation Research (CFIR)?* and the U.S.

Centers for Disease Control and Preventionds Repl
framework?® may also be helpful in thinking about how to facilitate implementation of an

innovation. Nilsen (2015) provides more information about different types of implementation

theories, models, and frameworks.?

Evidence for the Effectiveness of Implementation Facilitation

There is a growing body of evidence that IF is effective in improving implementation of
innovations. For example, in VA treatment settings, IF strategies have been used to: implement
Primary Care Mental Health Integration programs with improved uptake, quality, and adherence
to evidence;?*?” improve uptake of a national program to re-engage Veterans with serious
mental illness into care;?® improve adoption of brief cognitive behavioral therapy in primary
care;?° improve metabolic side effect monitoring for patients taking antipsychotic medications;*°
and increase enrollment in a quality improvement initiative to improve transitions of care for
patients with heart failure.®! In non-VA settings, IF strategies have supported implementation of
patient-centered medical homes in primary care3! and improved diabetes care,® preventive
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Chapter 117 Overview of Implementation Facilitation

care®®, and pediatric hospital care.®* In addition, a systematic review found that primary care
practices were almost three times more likely to adopt evidence-based guidelines through the
use of IF,° and another review found beneficial effects of IF on outcomes of four major chronic
diseases in primary care: asthma, cancer, cardiovascular disease, and diabetes.*® Clearly,
evidence for the impact of IF in supporting implementation of effective clinical programs and
practices is robust across diverse clinical settings, including under-resourced, late-adopter
locations.?® Since this Manual is focused on how to apply IF strategies, those interested in
learning more about the evidence base for IF are encouraged to review the cited references for
more information.

Is Facilitation the Implementation Strategy to Use in All Situations?

As described above, IF has been shown to be particularly effective in supporting implementation
of highly complex innovations such as those that require integrating new providers into a clinical
setting, new roles for clinical staff and/or new clinical processes, even in under-resourced, late-
adopter sites. However, it is important to note that IF can require considerable resources in
terms of the facilitatordéds time as wel hwhas t he 1t i
they engage. For innovations that are not as complex, such as making providers aware of a
newly approved medication that may benefit their patients, consider using an alternative, less
resource-intensive strategy like training/education (including academic detailing) and/or
technical assistance. Essentially, for innovations of low complexity, it is certainly appropriate in
terms of efficiency to give consideration to whether another strategy requiring fewer resources
may offer similar chances for implementation success.

Another consideration is whether some settingsmay not be the best 6candi da
(e.g., chaotic sites with ineffective leadership and/or high rates of provider/staff turnover, sites

that are overtly antagonistic to implementing the innovation). Given the resources involved in

applying IF, you may want to be selective in choosing which sites to work with and avoid those

that are either not ready for an IF strategy or not receptive.

m'

As we have pointed out in this chapter, implementation facilitation is a complex, evidence-based
implementation strategy. If you are using or plan to use IF, there are multiple issues you need to
consider in order to maximize the potential for successful implementation. We also recommend
that you select a conceptual framework that can guide the facilitation process.
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CHAPTER 2
CHARACTERISTICS, KNOWLEDGE, SKILLS, AND CORE
COMPETENCIES OF FACILITATORS

Not everyone can facilitate change. Literature suggests that facilitators need a diverse range of
personal attributes and skills to be effective. Implementation facilitation (IF) is complex. Not only
do facilitators need to be able to apply a wide range of implementation strategies, they need to
be able to assess what should be done, who should be involved, when they should intervene to
facilitate change, and what might impede or enhance implementation of the innovation. This
chapter will discuss some of the attributes of good facilitators, the knowledge, skills, and core
competencies they need, and how facilitators can develop IF skills.

. CHARACTERISTICS OR ATTRIBUTES OF FACILITATORS

There are likely personal characteristics that may predispose facilitators to choosing this role
and/or make it easier to assume. Merriam-We b st er defi nes a characterist.i
trait, quality, or property.o Bel ow we | ist char

mentioned in literature.
~ N

Perhaps the most important
characteristic of a good
facilitator is the ability to
empathize and understand the
needs of others.

1 Because facilitation needs to occur within an
environment of mutual respect, perhaps the
most important characteristic of a good
facilitator is the ability to empathize and
understand the needs of others.

1 The facilitator needs to be genuine and \ J
positive in order to establish such
relationships.

1 Itis important for the facilitator to know when to speak, when to listen, and how to handle
criticism.

9 Italso is important to develop a pattern of responding to stakeholder feedback and
suggestions in a timely manner to achieve implementation goals.

1 Facilitators need to be flexible so that they can adapt their efforts and respond to local
context, including needs and resources.

1 They need to be self-confident, innovative and resourceful, as well as exhibit energy and
enthusiasm.

1 Finally, they need to be credible, approachable, and accessible.
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21 Characteristics, Knowledge, Skills, and Core Competencies of Facilitators

See Elledge, et al. 2019 for additional characteristics.*® Although having such characteristics is
important, facilitators also need the appropriate knowledge and skills to support implementation.

Il. KNOWLEDGE FACILITATORS NEED

In addition to knowledge of IF roles and processes, facilitators need credible knowledge about
the innovation being implemented. In some cases, facilitators are subject matter experts; even
S0, it is important to know other experts who have a more nuanced understanding of some
element(s) of the innovation to whom facilitators can refer as needed. If the facilitator is not an
expert in the clinical or organizational innovation being implemented, he or she should know
enough about the innovation and how it works to be able to help the site implement it and
embed it within the organization so that it will be sustained. However, the facilitator may also
engage one or more innovation subject matter experts to ensure that site stakeholders have
access to that expertise. Additionally, facilitators require some knowledge of implementation
science, quality improvement, and organizational change processes, as well as the
organizational policies, structures, and contexts that can affect implementation of innovations.
We will discuss knowledge facilitators need in Chapters 4 and 5.

. IMPLEMENTATION FACILITATION SKILLS AND CORE
COMPETENCIES

However, knowing about the innovation, facilitation, and implementation is not sufficient.
Facilitators also need to develop a wide range of complex skills to help organizations implement
innovations. Ritchie et al. documented five core competencies consisting of twenty-two
skills/skillsets.'® Core competencies facilitators need to develop include abilities to:

1 Build relationships with and between others and create a supportive environment for
change

1 Help change the system of care and the structure and processes that support it
1 Transfer knowledge and skills and create infrastructure support for ongoing learning
1 Plan and lead change efforts

9 Assess people, processes, and outcomes and create infrastructure for program
monitoring

Skills facilitators need to develop these competencies are both complex and overlapping. For
example, assessment skills include communication skills (i.e., the ability to listen and ask
guestions). In fact, many of the skills facilitators need include both communication and
assessment skills. Although facilitators need a wide range of skills, the types of skills they need
may depend on the innovation being implemented and the organizational context for change.
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21 Characteristics, Knowledge, Skills, and Core Competencies of Facilitators

Below is a list of IF skills for each of the core competencies. All five competencies require
communication skills.

Table 1. Implementation Facilitation Skills (Adapted from Ritchie et al. 2020)8

Communication skills Interacting with individuals and groups, orally or in writing, to share
information, e.g., through formal presentations, less formal
conversations, emails, messages, and reports; listening to
stakeholders; and asking questions to understand their needs and
concerns

Competency 1
Building relationships and creating a supportive environment

Interpersonal skills Interacting with stakeholders in positive ways, e.g., listening to
stakeholders and ensuring they have opportunities to express their
opinions, deferring to them when appropriate, working around their
schedules, assessing and addressing their needs and concerns,
and knowing when and how to be assertive and still be supportive

Stakeholder engagement Involving stakeholders (individuals/teams that can affect or will be
affected by the innovation) and fostering participation in planning
and implementation processes, as well as tailoring interactions to
their needs

Motivating/building confidence Praising stakeholders for participation and implementation
progress and encouraging them to assess their own efforts, share
their successes, solve problems, and create their own strategies

Political skills Assessing, understanding, navigating, and leveraging the political
dynamics of the setting

Interacting and working with Combining and applying all of the skills in this group to obtain the

leaders support and involvement of leaders, includes being comfortable
with leadership at all levels, adopting a power stance when
appropriate, and being respecti

of their decisions

Competency 2
Changing the system of care and structures and processes that support it

Helping to design/adapt an Helping stakeholders plan an innovation that fits with local needs

innovation to meet local needs and available resources and further adapt the innovation based on
implementation progress and outcomes data and emerging
barriers and enablers

Problem identification and Identifying and addressing problems and helping stakeholders
solving skills identify and address problems, e.g., lack of space, implementation
resources, leadership support, and stakeholder participation

Presenting/using data to improve Reviewing, interpreting, and presenting qualitative and quantitative
the innovation information and using this information, e.g., to support and
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Helping integrate the innovation
into other programs/services

encourage stakeholder efforts, plan interventions to improve
implementation, and support problem identification

Identifying and collaborating with leaders/staff of programs whose
patients might need the innovation, who may provide additional
services for patients receiving the innovation, or who may benefit
from knowledge of the innovation to support sustainability after
active implementation

Competency 3

Transferring knowledge and skills and creating infrastructure support for ongoing learning

Education/marketing skills

Training, mentoring, and
coaching skills

Learning and fostering learning
skills

Building learning collaboratives

Persuasively presenting and discussing the innovation, how it

wor ks, and the evidence for it;
outcomes and how to implement it, including how to address
implementation challenges, as well as tailoring content and

process to stakeholder needs and concerns

Using training, mentoring, and coaching techniques to transfer
skills to clinicians and leaders for providing/conducting the
innovation

Applying learning strategies (e.g., learning from experts, others
similar to yourself, and from past experiences) to fill in gaps in
knowledge and build on existing knowledge and skills; and
fostering stakeholder use of these strategies

Building a learning collaborative for innovation providers to support
implementation by encouraging participation, facilitating
meetings/calls, and encouraging members to share their own
experiences and problems, work on solutions, and develop best
practices

Competency 4

Planning and leading change efforts

Administrative and project
management skills

Meeting facilities and individuals
where they are

Leading/managing team
processes

Performing technical tasks, e.g., working with sites to plan and
schedule site visits and conference calls and disseminating
materials and site visit reports, and pushing implementation
forward when stakeholders/sites are not responding, or
implementation processes are stalled

Accepting and working with site and stakeholder limitations,
building on their strengths, and helping them be as successful as
possible

Facilitating communication and managing conflict/disruptive
behavior; guiding team processes, e.g., by sharing ideas, affirming
stakeholder input, fostering team self-management; and leading
task-oriented processes, e.g., goal setting, innovation design and
adaptation, decision-making, and problem identification and
solving
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Thinking strategically and Thinking through what is currently happening at sites, what needs

planning to happen for successful implementation, and how facilitators can
help; planning/preparing for implementation events; and
diagnosing/evaluating sites and implementation processes

Pulling back and disengaging Gaging when stakeholders are ready to assume responsibility for
implementation efforts and refraining from acting as the expert,
deferring decision-making to leaders, helping stakeholders explore
options and come to consensus, and saying good-bye

Competency 5
Assessing people, processes, and outcomes and creating infrastructure for monitoring

Organizational and individual Gathering information about and assessing the organizational

assessment skills context, including demographics, current practices, leadership
structure/support, and relevant policies and procedures that can
influence implementation, and assessing stakeholders,
interpersonal and group dynamics, and other factors

Developing an innovation Helping sites identify measures for assessing/monitoring provider

monitoring system productivity, innovation utilization, and outcomes; identifying,
accessing and obtaining data from existing databases; and
developing/preparing feedback reports for monitoring, adapting
and improving the innovation

Monitoring innovation Continually observing implementation progress by reading and

implementation status interpreting data in feedback reports; assessing innovation fidelity
to the evidence-base, fit with organizational context, and
implementation barriers/enablers

IV. HOWTO LEARN IF SKILLS AND DEVELOP CORE COMPETENCIES

Facilitators learn their skills in a variety of ways. Some attend training workshops and/or receive
ongoing mentoring. Others assume the role of facilitator but receive no formal training and have
to learn by trial and error. Publicly available training manuals, such as this one, and other
materials may be helpful to new, or even more experienced implementation facilitators, but they
are not sufficient for developing such a large number of complex skills and core competencies
and adapting their application to local needs, resources, and other contextual characteristics.
Training workshops, particularly if they are interactive, are helpful in laying a foundation. Having
personal characteristics that are facilitative help, as does having good communication and
interpersonal skills. However, even individuals with preexisting good communication and
interpersonal skills have to learn how to use those skills in the interest of helping others
implement innovations.®” Scholars agree and our own experience confirms that new facilitators
need some ongoing support, i.e., mentoring, coaching, and/or consultation, to develop these
skills.

How facilitators can obtain ongoing support is also variable. In their 2015 revision of the
PARIHS Framework, Harvey and Kitson describe one model of the pathway from novice to
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experienced and expert facilitator.2* They propose that novice facilitators are best able to
support local, focused implementation projects under the direction and guidance of more
experienced facilitators who can help them learn the basic skills of facilitation. As novices gain
facilitation knowledge and skills (specifically around organizational change, team dynamics, and
system change) they move into the role of the experienced facilitator who, under the supervision
of an expert facilitator, are able to focus their work at a larger contextual level and assume
responsibility for helping to mentor and support novice facilitators. Finally, expert facilitators are
able to work within and across health systems to support and evaluate implementation in
multiple contexts and across innovations. Thus, the fAexpertds role
leadership, and the provision of high-l e v e | expert i diedhe mmoeation,d f ac
recipients, and context, i.e., the four dimensions of i-PARIHS.** This type of structured approach
to training and facilitation knowledge acquisition can provide an established process within
healthcare systems through which facilitators can be trained, mentored and vetted as well as a
career trajectory in this emerging field. Unfortunately, many projects and initiatives lack capacity
for using this model. In many initiatives and projects, an expert or group of experts provide
training and support or consultation to novice facilitators who conduct their work at multiple
levels of a health care organization and across multiple organizations as needed.

Finally, for some IF efforts, novice facilitators lack training and/or ongoing support. We strongly
encourage novice and even experienced implementation facilitators to seek training,
mentoring, and/or consultation with others who have some expertise in IF. Implementation
facilitation is a complex strategy; it is easy for facilitators to become overwhelmed when they
lack a person or community with whom they can discuss challenging situations and barriers. We
address this topic in Chapter 10.

Even when formal mechanisms for mentoring or consultation are not available, facilitators can
take several steps to develop the skills they need:

1 Seek out experts or even peers in other systems that have more experience than you.
There are methods that experts use to transfer IF skills.®” Understanding these methods
can inform your efforts to seek consultation from more experienced facilitators. For
example, ask them to model how to perform facilitation activities you are learning and
then explain why they did what they did. You might ask them to give you examples or tell
you stories about similar situations and how they handled them. Ask them to coach you
on how to perform particular activities and/or shadow you while you do them, providing
feedback on your efforts. You could also ask them to let you reflect on what you think
you should do and provide feedback.

1 Establish a learning collaborative or community of practice with facilitators in other
healthcare settings to share lessons learned and provide a venue for seeking
consultation.

1 Of course, finding an IF expert who can act as a mentor and provide regular ongoing
support is ideal but not always available.
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W"

This chapter explored some of the attributes of good facilitators, the knowledge, skills, and core
competencies they need, and how facilitators can develop the wide range of complex skills
needed to help organizations implement innovations. Although facilitators can learn about IF
and develop these skills through formal training or by trial and error, it is best done with the
support of a more experienced facilitator.
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CHAPTER 3
MODELS OF IMPLEMENTATION FACILITATION AND THE
IMPLEMENTATION PROCESS

As previously discussed, facilitation is both a role that individuals assume and a strategy
focused on helping stakeholders to implement innovations in their setting. In this chapter, we
provide information on different models of the facilitation role in relationship to the setting, the
implementation process which consists of three phases, and how facilitation models play out
across the phases of implementation.

l. MODELS OF IMPLEMENTATION FACILITATION

Facilitators can be located either internally or externally to the organization or setting in which
the innovation is being implemented. Additionally, there are different models or configurations of
facilitation depending on where facilitators are located (i.e., external or internal to the setting)
and whether they enlist the help of other change agents in the setting to support implementation
processes. For example, an external facilitator who is an expert in general implementation
activities and relevant clinical or organizational innovations and their evidence base can work
with an internal facilitator who is familiar with organizational structures, procedures, and culture
as well as the clinical processes within a healthcare region or facility. In such models, the
external facilitator typically augments their own implementation support activities with mentoring
efforts to transfer implementation knowledge/skills to the internal facilitator so they can be
applied not only in the current implementation effort, but also in future efforts when the external
facilitator is no longer available. The internal facilitator typically carries the greater share of the
burden in supporting the implementation efforts of stakeholders at the local level. Alternatively,
in another model, an external facilitator can work directly with a local site champion and/or
implementation team (i.e., without an internal facilitator) to support innovation implementation
(See Figure 2). This implementation team (sometimes referred to as a quality improvement
team) is typically comprised of stakeholders that have specific knowledge or expertise that will
inform innovation implementation. The external facilitator assists local leadership and site
champions in identifying which stakeholders should be included on the local implementation
team, based on their knowledge of innovation requirements and site assessment (See Chapter
4).
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Figure 2. Examples of External Facilitation Models

External Facilitator External Facilitator

Internal Facilitator Site Champion
(Network/VAMC Level)

Site Champion

Implementation Implementation
Team Team

An alternative to having an external facilitator is that of an internal facilitator working on a
specific initiative or embedded within an organization, as is common in many Canadian
healthcare settings.*® For example, in this structure (see Figure 3) a facilitator may provide
direct implementation support to a clinic or practice within which they are located or affiliated or,
similar to the external facilitation models,
the internal facilitator may enlist the
assistance of other change agents, i.e.,
a local site champion or an
Implementation Team. These internal Internal Facilitator
facilitators may use a variety of
organizational development, project
management, quality improvement, and
practice improvement approaches to
build the internal capacity of a clinic to Site Champion
help it engage in improvement activities
over time and support it in reaching
incremental and transformative
implementation goals.

Figure 3. Example of Internal Facilitation Model

Implementation Team

Facilitators, whether they are internal or external to the clinical environment, are experts in
implementation of innovations. In some cases, the expertise of an internal facilitator may
develop over time through mentoring by an external facilitator or through their own acquisition of

knowledge. Seni or | eadership support flementinglare f aci |l it af
innovation is critical to ensur e anhdranforcadhTee f aci | it
facilitatordéds goals are to help sites create a st
may be successfully implemented. First, and foremost, the facilitator must create a positive

working relationship with key stakeholders. As noted by Stetler et al., 2006, p. 7,*fif aci | i t at i on

more two-way than other implementation strategies, not as prescriptive and more adaptive and
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respectful of what is in place.0Facilitators should support the vision for change. This requires a
consistent presence through site visits, telephone conferences, emails, and/or other forms of
communication. With these contacts, the facilitator can provide the motivational push and
intellectual resources that help lead to successful implementation within a specific context. The
strategies applied by a facilitator will likely vary based on the needs of a specific setting and the
phase of the implementation process.

Il. PHASES OF THE IMPLEMENTATION PROCESS

Implementing an innovation within clinical settings typically involves activities that occur over
three phasesd pre-implementation, implementation, and sustainment phases.

The pre-implementation phase is a time period for designing a customized, local plan for
implementing an innovation and conducting other activities that need to occur PRIOR to
implementation. Aarons and colleagues (2011) divide pre-implementation into exploration and
adoption decision/preparation phases.*® During the exploration phase, the focus is on becoming
aware of issues that need attention or improved methods for addressing challenges. In the
adoption decision/preparation phase, the questions of interest include factors that support the
decision to implement the innovation and the selection of strategies to support implementation.
Given the amount of time and effort that may be necessary to engage sites in implementation
activities, there is strength in this type of categorization. Yet, since this manual focuses on
facilitation, we collapse these two categories into a single pre-implementation phase.

The implementation phase is the time period during which the local implementation plan is
actually executed, monitored, and refined to meet the performance or quality improvement goals
defined during the pre-implementation phase.

The sustainment phase focuses on activities and strategies to ensure that performance or
guality improvement goals are achieved and changes in the structure or processes that
produced that improvement are sustained over time.

The figure below illustrates these phases and gives examples of related activities. Although the
illustration depicts a somewhat linear relationship between the phases, it is actually more
appropriate to view them as dynamic and iterative where one may cycle back to another phase
or through the phases multiple times during the course of an implementation effort to achieve
the desired change. For example, a facilitator might think that the implementation effort is
moving toward the sustainment phase when staff turnover or leadership change requires a
return to conducting activities (i.e., stakeholder engagement) that are more common in the pre-
implementation phase.
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Figure 4: Phases of Implementation* and Core IF Activities**

Phases of Implementation

Pre-
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Aldentification/selection of
local change agents

jef to assess
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With Core IF Activities

Implementation

AProviding support
AAdaptlng prog ramto Iocal

AProwdmg updates and
feedback

AProblem-solving

AFostering organizational
hange: structural

Sustainment

APulling back and
letting sites take lead

AConduct ongoing
monitoring of program
imprementation

AProwdlng tpdates

Mroviding.support

*Adapted from Stetler et al. 20064° **Excerpted from Smith et al. 2020*

. HOW EXTERNAL FACILITATORS, INTERNAL FACILITATORS,
CHAMPIONS, AND IMPLEMENTATION TEAMS WORK TOGETHER

The degree and type of interactions that occur between an external and/or internal facilitator,
champion and/or implementation team will vary across implementation efforts and the
implementation phase. While the facilitator can be internal or external to the clinical setting, our

experience and knowledge has largely been gained through the application of an External

Facilitator (EF) model (Figure 2). Therefore, we frame much of the information provided below

through that lens.

During the Pre-implementation Phase

Y Inan EF model, the facilitators er v e s

as

a

recogni

zed

Afexperto

organization, which provides the internal facilitator (if present) with a high degree of
credibility. We have found this to be a particularly helpful role during the initial

engagement of stakeholders, mainly with leadership.

1 Regardless of whether the facilitator is external or internal to the clinical setting it is
incumbent upon the facilitator to be highly knowledgeable about the innovation to be

implemented and successful implementation strategies.
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9 The facilitator takes a more commanding role during early interactions with stakeholders.
For more information about how facilitators engage stakeholders during this phase, see
Chapter 4, pages 27-36.

9 Inturn, the internal personnel (e.g., internal facilitator (if present), champion, or
implementation team) is accumulating and sharing information on the clinical
organization, local culture, history, and interpersonal dynamics at the site to inform
implementation planning.

Following site visits or conference calls with stakeholders, the facilitator should debrief with

others involved in the implementation effort (e.g., internal facilitator (if present), champion, or

implementation team) to interpret and confirm the significant components and action items that

emerged from the meetings/calls. This debrief should focus on identifying the current strengths

and weaknesses of the sitebs implementation proce
identified problems and leverage strengths.

During the Implementation Phase

9 The facilitator and internal personnel (e.g., internal facilitator (if present), local champion,
opinion leader, or implementation team) should meet regularly to review program
implementation progress, with the facilitator and the internal personnel jointly interpreting
data that reflect the implementation process and developing strategies to address
implementation barriers. For example, for an implementation project aimed at enhancing
the delivery of outpatient general mental health care in nine medical centers across the
country?each siteds ext er n almetwaekly. Durng thasennaektings,aci | i t a
the facilitators reviewed the status ofthepr o gr amodé s i mproggesseandidaia i o n
that documented the implementation process.

9 The external facilitator should serve as a mentor to the internal personnel, coaching
them on how to address problems and interact with stakeholders. Over time, the external
facilitator works to transfer these roles/activities to the internal personnel (e.g., internal
facilitator (if present), site champion, or implementation team).

f Over ti me, the internal personnel begitk to con
and boltsod) of i mplementation, interacting reg
measurement system (milestones and metrics), developing plans to address barriers to
the innovation implementation, and executing the implementation plan.

9 The external facilitator continues to be a consultant on developing strategies to address
barriers to implementing the innovation and should be called into site level discussions
or visits when the external f a c i | leveleoterpertiss is needed or when it is felt that
the presence of an expert with a high level of credibility is needed to negotiate an
impasse or particularly difficult barrier.
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9 Over the course of the implementation effort, the internal personnel (e.g., internal
facilitator (if present), site champion, or implementation team) progress and begin to lead
implementation activities more independently. This is important so that the sites can be
sufficiently independent to sustain the practice.

The End of the Implementation Phase

T Meetings to review the sitebds i mplementation p
may become briefer. As internal personnel (e.g., internal facilitator (if present), site
champion, or implementation team) develop implementation skills, they should
increasingly assume responsibility for interpreting data, identifying barriers to
implementation, and developing ways to overcome these barriers. They can review their
efforts with the external facilitator for feedback to obtain consultation, as needed.

9 External facilitator and internal personnel roles begin to shift with internal personnel
assuming roles formerly filled by the facilitator. The external facilitator should rarely be
needed for site interactions.

9 As implementation moves toward the sustainment phase, activities include a formal
meeting to address the tasks needed to ensure that the program is fully incorporated into
setting operations (institutionalized). We recommend that this is done through the
development of a sustainability action plan (see Chapter 6, pages 87-89). The
development of this Plan should be led by site personnel with the external facilitator
serving as a consultant.

The Sustainment Phase

As the implementation phase winds down, it is critical that the external facilitator and internal
personnel (e.g., internal facilitator (if present), site champion, or implementation team) turn their
collective attention to sustainment. While in some implementation efforts, time and resource
limitations may not allow the external facilitator to be involved in the sustainment phase. Below
we address the relationship between the external facilitator and internal personnel when the
facilitator maintains involvement (the sustainment phase is fully addressed in Chapter 6):

9 The external facilitator and internal personnel no longer have standing calls or scheduled
interactions, though the facilitator is available on an as needed basis.

9 The external facilitator and internal personneld mteraction are focused on sustainment
and further program development.

i The innovation or program has been implemented and is fully up and running. With the
assistance of the external and/or internal facilitator(s), sites have overcome multiple
hurdles and have developed successful programs.
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w’

Over time, the interactions of the external facilitator and internal personnel (e.g., internal
facilitator (if present), site champion, or implementation team) evolve and the roles and
functions shift. Above we have outlined a successful process based on our experiences
facilitating implementation of several initiatives. This process may vary depending on the exact
innovation needs and the skills of the external facilitator and internal personnel. Most
importantly, throughout implementation, the relationship should be collaborative and supportive
and utilize the strengths and skills of all team members in a dynamic process.
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CHAPTER 4
IMPLEMENTATION FACILITATION ACTIVITIES
IN THE PRE-IMPLEMENTATION PHASE

As mentioned in Chapter 3, the pre-implementation phase is a time period for designing a
customized, local plan for implementing an innovation and conducting other activities that occur
PRIOR to implementation. The work occurring during this phase provides the framework and
foundation for all implementation activities. Thus, it is critical to spend sufficient time in pre-
implementation activities, engaging in preparation and planning, prior to beginning the work of
implementation. Developing a solid foundation during pre-implementation will ensure that you
are well-prepared for implementation. The length of this chapter reflects the amount of work that
needs to be done during this phase. Essential pre-implementation tasks described in this
chapter include site assessment, meeting and initially engaging key stakeholders, and
considering adaptations to the innovation for the local environment. Activities may include hiring
and training staff and marketing the innovation or

program. Final pre-implementation tasks include an _m _

initial site visit and working with the team to develop an a complex mpqvaﬂon that includes
. . . : : multiple clinical components
implementation plan. Once an implementation plan is

established, you will be ready to move to the implementation phase. We also note that much of
the material in this section was developed based on work conducted within the VA but is
applicable to implementation projects outside of VA settings as well.

l. CRITICAL KNOWLEDGE PRIOR TO IMPLEMENTATION

As a facilitator, an essential pre-implementation task is to ensure you have the knowledge you
need to facilitate implementation of the innovation. You need to be well versed in any policy
documents that support the program or practice that is being implemented, evidence for the
innovation, key strategies and interventions that can support implementation, and an
understanding of the clinical setting. You may need to read additional documents or seek
additional training/consultation to ensure expertise.

For example, there may be specific guidelines and national policies, memos, and directives
related to the innovation that you are implementing. In addition to formal policies, there may be
highly recommended national guidelines or strong practices that have been identified. National
directives should be combined with any existing or planned, regional, or local practice
expectations. It is important that the facilitator know these national and local policies, otherwise
you may implement a program that does not fully meet policy expectations. Understanding the
requirements that relate to the specific program being implemented provides the framework
within which the implementation process should reside. In short, it is important to know the
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i Thr e @& polcies griorities, and programsd rr B
that may impact how your specific program is Three P6és t hat n
implemented. implementation:
1 Policies
The facilitator should have knowledge of the 91 Priorities
following key areas: 1 Programs
\ o
9 Implementation Science: You should have a

basic understanding of implementation science and knowledge of facilitation activities
and processes. Knowledge of quality improvement techniques (e.g. Six Sigma)*?> may
also be useful for helping sites implement specific clinical processes and make changes
to how they deliver care.*®

Context of Local Setting: In addition, you

should have a working understanding of the [ A
clinical setting in which you are SETTING = WHERE
implementing the innovation. Each clinical Location (e.g., organization, clinic,
setting is unique; you will need to apply a facility) where the innovation is
slightly varying set of implementation being implemented
activities for each setting. The needs of \ o

each individual setting and their readiness to adopt a particular innovation are likely to
differ. In addition, individuals who help implement practices and services at the setting
level will occupy varying positions in their respective organizations and have different
relationships with their colleagues, supervisors, and facilities. Because of this,
individuals will have differing spheres of influence within the organization. To adapt to
the particular circumstances of each facility, you will select from a broad range of
activities (described below) based on your understanding of the particular clinical setting.

Evidence for the Innovation: You should also have thorough knowledge of the evidence
that supports the innovation or program. This evidence should not be limited to
traditional research findings such as randomized controlled trials or effectiveness
studies, but should also include other forms of evidence, such as information on budget
impact of the program (costs), patient testimonials, provider experiences, and the impact
of implementing the program in other settings. When collecting this knowledge, it is
important to consider the clinical setting where the innovation is being implemented: in
general, people are more likely to be convinced by evidence that is derived from settings
and populations that are similar to their own.

Health Disparities: Finally, it is important to determine the extent to which there is a
disparity in the access to, delivery of, or quality of the innovation to be implemented.
Health disparities are clinically and statistically significant differences in health or health
care between two or more groups. Groups that experience worse health or health care
might be categorized by race, ethnicity, sexual orientation, gender identity,
socioeconomic status, functional limitation, or other characteristics.**“® These groups
often have experienced social, economic, and/or environmental disadvantage that
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usually accompanies health care disparities. For example, children of color with autism
spectrum disorder are less likely to have their condition diagnosed or treated than white
children.*¢47 Similarly, African American US military Veterans are less likely to receive
compensation for posttraumatic stress disorder (PTSD) than are their white
counterparts.*® Implementation efforts that do not take such disparities into account (in
these cases, related to autism and PTSD screening, respectively) may end up
inadvertently perpetuating them i these are implementation disparities. Health and
healthcare disparities inhibit health equity, which occurs when there is a just opportunity
for the well-being of all people.*® See Table 2 for health equity factors, along with
guidance for addressing those issues in the pre-implementation phase and beyond.%°

Table 2. Health Equity Factors with Relevance to Healthcare Implementation.

Health Equity
Factor Relevant
to Healthcare
Implementation

Cultural Factors of
Recipients

Clinical Encounter/
Point-of-Care

Societal Context

Recipient (patients,
providers, and staff)
factors, i.e., medical
mistrust,
demographics, or
implicit/unconscious
bia351-54

What occurs or is
perceived during the
actual clinical
encounter or patient-
provider interaction in
which the innovation
is delivered or offered,
such as discrimination
or bias®>®’

Societal influences
including physical
structures,
economies, and social
and political forces
such as structural
racism, insurance, or
discriminatory
policies®®-%° May
include social
determinants of
health, such as food
insecurity

How to Assess
the Status of
Each Factor

Ask experts in the innovation if there are documented disparities in
prevalence of health condition or healthcare treatment (presence of
either suggests implementation disparities are more probable)

As you meet stakeholders, ask whether any groups are more impacted
by the health condition or lack of treatment than others

Use existing or administrative data to assess disparities in
implementation for a current innovation that needs to be implemented
with better quality or higher rates
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How to Assess
the Status of
Each Factor

(Cont 6«

Collect new data using qualitative interviews or quantitative surveys on
any factors that seem like they may inhibit equitable implementation
(e.g., social determinants of health; https://www.phenxtoolkit.org).6?

Il. OBTAIN OR CREATE AN IMPLEMENTATION PLANNING GUIDE

TEMPLATE

Prior to implementing an innovation, it is important that you begin to develop or adapt an

Implementation Planning Guide (sometimes
referred to as an i mpl
6pl aybook, 6 06c hecKhistypet
of document can be crucial for ensuring that:
key stakeholders are identified and recruited;
action items and their follow-through are
documented; and target schedules are
communicated and followed.

> tnﬁnqrﬁp%r{)eintgtien P%@nfnd’(ﬁjiaer chn" |
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stakeholders are identified and recruited;
action items and their followthrough are

documented; andargetschedules are
communicated and followed.

Creating this guide first requires developing a template that can be populated with relevant
information during the pre-implementation phase. Although there are various formats that can
be used when developing an Implementation Planning Guide Template, it may be most usefully
designed as a worksheet, deliberately including columns for implementation teams to document
local decisions, action items, time frame, and responsible parties.

1 The Implementation Planning Guide Template will be used to guide your initial
implementation planning meeting and will be completed with the stakeholders at the site

(see section below

entitliled

. phz temibiaiejoncg t h e

completed with the local site, will become your local implementation plan. See Appendix
B-2 and B-3 for blank example planning guide templates, and Appendix B-4 for an
example of a completed implementation planning guide.

1 Although implementation planning guide templates have been developed for some
programs, the facilitator may need to create an Implementation Planning Guide

Template for the specifici nnovati on

(t he @ Wha tUtimatelyuthoser e

who are experienced and knowledgeable about the program requirements should

develop this planning guide template.

1 A document describing how to create an Implementation Planning Guide Template is
available in Appendix B-1 How to Create an Implementation Planning Guide.

1 A well-developed planning guide template includes all required program elements, for
example, the target population, inclusion/exclusion criteria, team composition, activities,
services, barriers to look for and guidance on how to resolve them, monitoring activities,
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protocols and tools (e.g., decision support system, assessment tools, and marketing and
training materials).

It is critical that the facilitator know which steps or elements in the Implementation
Planning Guide Template can be adapted or modified to meet the needs of the setting
and which must remain constant to ensure fidelity to the evidence base for the
innovation. It is important that facilitators understand which features of the innovation
can be adapted before engaging in an implementation process. Therefore, it is important
that facilitators are familiar with each step in the Implementation Planning Guide
Template developed for their innovation.

The Implementation Planning Guide Template allows stakeholders to think through each
step of implementing the program, establish major decision points, identify who should
take responsibility for each step, and detect any unresolved action items. The guide
directs the process of program design and leads stakeholders through essential decision
points in designing the implementation strategy. The guide can also log essential
administrative steps such as establishing clinic names, forms, procedures, and
outcomes that will be monitored.

STAKEHOLDER ENGAGEMENT DURING THE PRE-IMPLEMENTATION
PHASE

How to Identify Stakeholders

As a facilitator, you will need to identify potential key stakeholders whom the innovation will
affect, and whose work will affect implementation of the innovation. Identifying these
stakeholders during the pre-implementation phase is crucial for several reasons. First, you will
need to gather information from them about the hospital or clinic in which your innovation is
being implemented. Second, you will need to provide information to them about the innovation
and the planned implementation thereof. Third, the stakeholders identified during the pre-
implementation phase are typically the ones with whom the facilitator(s) will be working most
closely to actually implement the innovation during the implementation phase. You should
document stakeholdersdé6 preferred names, rol
about them. See Appendix C for an example of a stakeholder tracking tool.

If you are an external facilitator, you should enlist the help of those internal to the site (e.g., an
internal facilitator ( when applicable), leadership, or other local change agents) to identify roles
and positions typically held by key stakeholders, including:

T

Leadership at the network (regional), facility, service, or other organizational levels who
are involved in decision making about the innovation. You may want to start with the
regional or network director, medical center directors, associate directors, executive
nurses, chiefs of staff, and chiefs of the disciplines or services that will be directly

es

’

an

involved in, or affected by, the implementation process. The | eadedingéf under st
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the value of the innovation to be implemented and the role of the facilitators will lay the
foundation for future efforts. For example, if regional- or network-level leaders
understand and support your efforts, then they can provide an introduction to medical
center leadership. You may want to consider an initial meeting with the medical center
leadership before engaging other stakeholders at the site. See Appendix D, pages 170-
172 for an example of a call agenda used to introduce medical center leadership to an
innovation). Leadership at every level can help pave the way for success, since they are
the ones who are ultimately responsible for the organization. It is essential that you
ensure that leadership is well informed and supportive of the implementation effort.

1 As engagement with higher-level (i.e., regional, network, or medical center) leadership is
initiated, it also is important to engage local leaders who may have direct responsibility
for the program, discipline, or service implementing the innovation. Note that clinical and
administrative leaders may both be pivotal in ensuring implementation success,
depending on the particular setting and innovation being implemented.5?

T The "doerso can help identify process steps an
should involve front-line clinicians, nursing, clerical staff, administrators, and other allied
staff, as applicable. These relationships are extremely important. If the front-line team is
not adequately engaged and actively involved in developing the implementation plan, the
process is likely to suffer. Everyone who will play a part in the program, or whose work
will be affected by the p r o g r imptednentation, should be identified as a stakeholder.

1 Those with Information Technology (IT) specialties should also be considered key
stakeholders and you should actively work to engage them. For example, if video
conferencing will be needed, it is important to begin working with these team members
during pre-implementation.

1 Engaging patients, or consumers of healthcare, may be particularly relevant for an
implementation disparity problem. Existing research on engaging consumers in the
implementation process is limited, and is also known as co-created integrated
knowledge translation,®3%4 participatory implementation science,® or community
engaged dissemination and implementation.®® The limited work on this topic shows
preliminary benefits: a better intervention fit for the patient population,®’ systems
redesign that is more patient-centered,®® greater use of effective healthcare interventions
in community settings,® improved patient health behaviors and outcomes,” and
increased sustainment of an intervention.”* Recruiting patients to work on an
implementation effort, especially those actually representative of patients served, and
retaining those patients in an implementation effort, will be challenging. However, these
efforts can help maximize the chances of implementation success.

9 Other stakeholders to consider:

A Ask (and keep asking) leaders and supervisors about who else needs to be involved
in the process.
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A Review organizational charts (i f available) |
information.

A When speaking to stakeholders, it can also be helpfulto empl| oy a fisnowbal l
samplingodo approach by asking them to name ad

A Look for and include people who are "centers of influence" but do not have an official
title. For example, clerical staff may not have supervisory responsibility on paper,
but may nonetheless serve as the Aglued that
have been serving in that role for many years.

How to Engage Stakeholders

Stakeholder engagement is the process of stimulating action or system change through the
work of members of an organization; you will need to rely on these relationships throughout the
change process.

There are many ways to engage stakeholders, some of which will be described in more detail in
Chapter 5 which describes implementation facilitation activities during the implementation

r h phase. An overarching theme of stakeholder
Create an atmosphere that is open, non | engagement is to create an atmosphere that is
critical, and goatoriented. You need to open, non-critical, and goal-oriented.

convey that you are embarking on a Stakeholders need to feel comfortable talking
journey with the stakeholders and will about problems and obstacles with you. They
help them work through challenges. need to feel that you are trustworthy and

~ « diplomatic, non-blaming, responsive, and

helpful to them. You need to convey that you are embarking on a journey with the stakeholders
and will help them work through problem areas.

Engage leadership

Leadership engagement is an ongoing process that starts in the pre-implementation
phase and continues throughout each phase of implementation, including the
sustainment phase.

9 Once you begin to engage leaders, it is important to keep them updated on the
progress, obstacles, relevant data, impact on the organization, and, particularly, any
successes. Discuss and establish a

reporting process with leaders; ask them if Ask leaders if there are any
there are any regular cycles of updates to regular cycles of updates to whict
which you can attach reports. For example, you can attach rports

some leaders may want monthly reports;
others may want quarterly reports.

1 Invite leaders to any special events or meetings to lend their supportd especially
kickoff meetings or initial site visits that occur during the pre-implementation phase.

Page 29



47 Implementation Facilitation Activities in the Pre-Implementation Phase

Remember that many hospital leaders have schedules that are tightly packed so
inviting them to such events should be done well in advance of the event.

Tailor presentations to the type of stakeholder you are trying to engage

i To engage leadership, ensure that leaders understand your role and position,
conduct presentations that are brief and more formal, and provide an executive
summary. Link or connect the presentations to metrics that matter to them (e.g.,
performance measures, strategic plans, or regional directives), especially those that
are of particular interest or importance to the medical center in which the innovation
is being implemented. (See Appendix E-4, pages 178-179, for an example of Site
Visit Entrance Briefing Slides.) Include some brief background information, scientific
evidence, and data and create the vision of what the innovation will accomplish. Ask
leadership what types of information they would like to see and what information
would best meet their needs (e.qg., types of patients seen, performance measures,
outcomes, etc.).

f To engage stakeholders who are "doers, 0 make
and include more process information. Allow time for all stakeholders to ask
guestions or clarify information.

Engaging Patients

1 Facilitators may recruit one or more patients to assess important elements of an
effort. This can frequently be accomplished through groups such as patient or
community advisory boards in which facilitators engage patients in some component
of implementation planning or usability testing or development of a tool for the
implementation effort. Patients may also provide feedback on presentations,
outreach components, implementation planning, or interpretation of data.

i Patients may also be more actively or directly involved with the design and
implementation planning. For example, patients might become part of the
implementation team, be trained as facilitators, or become co-investigators on an
implementation studyd consistent with the principles of community-based
participatory research.’? In addition, facilitators might form a relationship with a
relevant community group who shares ownership of the implementation effort, are
compensated for their time and knowledge, and whose input informs many stages of
implementation. These individuals mightbet he st akehol ders who fAown
innovation after facilitation ends. More intensive engagement requires more training
of patient stakeholders and policies and funding mechanisms that allow for equitable
compensation.
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Levels of Stakeholder Engagement

There are several levels of stakeholder engagement described below and illustrated in Figure 5:

Active engagement. Stakeholders take an active part in the change process (e.g.,
participate in or lead meetings, set goals, help resolve problems or overcome obstacles,
and set expectations for change in supervision of others). They incorporate the change
process or innovation in their day-to-day functions. They perform the work of the process
to achieve the desired outcome.

Semi-active engagement. Stakeholders value the desired outcome of the change
process and publicly express their support. They may include progress updates in their
meetings, ask relevant questions, or help lay the groundwork for change. They may not
incorporate the change process or program in their daily functions but will take some
actions to enhance the desired outcomes.

Passive engagement. Stakeholders want to proceed with the change process but are
not likely to take any action themselves. They will not interfere with the change process
but may take little or no action to encourage or enhance it.

Non-engagement. Stakeholders are not involved at any level in the change process.

Negative engagement. Stakeholders take an active or semi-active role in working
against the change process. They may appear to support it but work against it or
activelyexpress t heir objections abithResi st ant&8éebidHow

Almost every stakeholder begins at the non-engagement level. You will need to work to move
key stakeholders into active, semi-active, or passive engagement. High-level leaders may be at
the passive or semi-active engagement level but render sufficient support at critical times to
help facilitate the growth and development of the program. Some stakeholders, including
leaders, will remain at the non-engagement level, which makes your task much more difficult. If
leaders are not engaged, then engaging them needs to become your primary objective so the
implementation process can proceed.
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Figure 5. Levels of Stakeholder Engagement (Green indicates ideal engagement)

Active ﬂ,
engagement

Semi-active
engagement

Passive
engagement

Negative Non- Positive
engagement engagement engagement

How to Roll with Resistance

9 Inthe pre-implementation phase, some stakeholders may express skepticism, negativity,
or resistance to the innovation you will be implementing or to your role as a facilitator.
This is quite normal, and depending on the previous change initiatives that have been
attempted at that medical center, such skepticism may in fact be healthy! Thus,
encouraging stakeholders to be honest from the beginning about potential problems can
have two positive effects: it can help establish your credibility as someone who is
genuinely interested in peoplebs concerns, and
implementation process runs into foreseeable roadblocks.

1 Generally, you can deal with initial resistance by offering additional education, reviewing
the evidence, coaching, and providing examples of how it might work.

9 Negative stakeholders will often say things like, "That will never work here." You will
need to spend time understanding why they feel it will not work, answering their
guestions, and helping them to develop a realistic vision of the desired outcome (i.e.,
i mprovement énot perfection).

9 Itis not unusual for stakeholders with r 3
in?t?al skepticism or even those who set up It is not unusual for stakeholders with
initial obstacles to become some of the initial skepticism or even those who set
strongest supporters as implementation up initial obstacles to become some of
continues. Sometimes leaders may the strongest supporterss
appear to be negative stakeholders at first implementation continues )

but may simply be responding to other
pressures within the organization and may need to work them out. Give everyone an
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opportunity to shine and when positive movement occurs, however slight, reward it and
highlight it profusely.

9 In some cases, the communication approach of Motivational Interviewing (MI)”>’¢ may
be useful for more actively engaging ambivalent stakeholders. This approach is rooted in
an empathic interpersonal style and calls for the facilitator to draw out and strengthen
the respondentdéds motivation for change with th
making the change. Although fr equently wused as a clinical t
define it as a fdcol | adBmakimgttanideal setoftools forshat i on sty
context of implementation. By encouraging stakeholders to verbalize the problems with
the status quo and the possible benefits of making changes to the way care is currently
delivered, the MI approach may help ambivalent stakeholders to more seriously consider
the innovation you are trying to implement. Caution is warranted; however, many
clinicians have been trained in MI and may resent having a technique often used in
clinical settings (originally developed to encourage problem drinkers to increase their
motivation for sobriety) fAused agai nd&gtorolt hem. o
with resistance by encouraging the respondent to voice their own reasons that change
might be desirabled is a sound one to employ when working with reluctant stakeholders.

How to Educate Stakeholders about Your Innovation

During the pre-implementation phase, expect curiosity from stakeholders regarding the nature of
the innovation you are preparing to implement. A goal of the pre-implementation phase should
be to provide the evidence (research, clinical, patient and provider testimonials, cost and
resource) that supports the innovation. All stakeholders should receive some level of education
about the innovation. This may occur during the site visit or prior to the site visit via
teleconference. Be sure to tailor the information and how you present it to the specific group of
stakeholders. For example, to facility leadership and other key stakeholders, you should
present, in 15 minutes or less, basic information about the innovation, focusing on important
outcomes, critical needs, and costs, but NOT on nuanced details of how to provide the
innovation. (See Appendix E-4, pages 178-179, for an example of Site Visit Entrance Briefing
Slides.)

Case example

In an initiative to implement Tobacco Treatment in Substance Use Disorder (SUD)
Residential Programs, the facilitator was a health psychologist with extensive experience
in tobacco cessation and treatment of tobacco use disorders who was very effective at

providing education on these topics. Additionally, she provided resources, posters, flyers,
handouts, and other information for the clinicians and patients and suggested site
stakeholders distribute the educational materials to all clinicians and post them on the
unit. During one initial site visit the facilitator arranged an extra early morning educational
session for stakeholders who missed the first session due to shift times.
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It may be necessary to present more detailed information to team members providing the
innovation or directly supervising them. This type of education should be much more detailed
and tailored to ensure they can competently deliver the innovation. If possible, provide
continuing medical education credit for participation in these training activities.

How to Introduce Stakeholders to Implementation Facilitation

In addition to engaging stakeholders and educating them about the innovation, introducing the
site personnel to the implementation facilitation strategy is an important pre-implementation
step. Conducting this introduction early-on will help ensure that key stakeholders in the change
process understand facilitation, have clear expectations, and can minimize the chances of future
misunderstandings and miscommunication. Often this information is also provided during the
initial visit or teleconferences that occur prior to the visit during the pre-implementation phase.

Communicate facilitator role(s)
Emphasize the points below during the pre-implementation phase:

9 For many stakeholders, the term External Facilitator may conjure up negative
stereotypes of a distant consultant making sweeping changes without having a true
knowledge of how things truly work at that site. To combat this, if you are an EF, you
should be clear that you are providing expertise on the process of implementation
and a particular innovation and that you are working closely with an internal
facilitator, champion, and/or other local change agents who have a greater
awareness of local conditions.

1 If an internal facilitator is involved, describe the Internal Facilitator role and its
importance in sharing local knowledge and the capacity to forge partnerships among
local stakeholders who are involved in, or affected by, the innovation implementation.

Communicate goals and timing of implementation facilitation

91 During the pre-implementation phase, it is helpful to communicate clearly the goals
of the facilitation effortd namely, the establishment of your particular innovation at
that site. It is worth emphasizing, howeverd as spelledouti n Chapter 1, AAN
Overview of | mpl e mathat factlitatioms afmalt-facetédtpadess o n 0
that involves helping rather than telling.*? Communicating this clearly reinforces the
idea that you are looking for true participation from stakeholders in the change
process.

1 The timing and duration of implementation facilitation also deserves emphasis
during the pre-implementation phase. In many cases, this will mean letting
stakeholders know thatyouarefii n it f or t, lare notsonplgspending!| 0 (i
a few weeks getting an innovation embedded and then leaving). Many clinics may
have had bad experiences with external change agents who came and went before
real change could be firmly established, so it will be helpful to make it clear that
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facilitation is a process to which the facilitators are committed for the duration. If
there is a set period for the facilitation process, be sure that this time period is
relayed to all key stakeholders.

How to Identify and Address Negative Stakeholders

Recognizing negative stakeholders is another process that begins in pre-implementation and
continues throughout the implementation process itself. Do not confuse negative engagement
with initial healthy skepticism or resistance (see description above). A true negative stakeholder
works in a strategic manner to block progress and may be operating with another agenda or
view the innovation as interfering with other goals or objectives. Negative stakeholders may not
be immediately identifiable and may appear to be supportive or say little in meetings. They may
withhold information, resources, and tools or influence the process negatively. It is important to
acknowledge that negative stakeholders are not necessarily project saboteurs but may have
competing preferences or priorities for implementation resources or may have genuine,
legitimate concerns about the innovation targeted for implementation and its limitations. Listen
to those concerns and address them accordingly during the pre-implementation period, trying to
win them over to support (or at least not work against) implementation. It is often helpful to
watch body language as well as listen to what is (and is not) said during initial meetings. An
external and internal facilitator, or a facilitator and other local change agents (e.g., champion),
working together often will be able to identify potential negative stakeholders. Most of the time,
you can expect at least one negative stakeholder in every implementation effort.

%
\—\e\pr\
Tips \

Tips for managing negative stakeholders:

- As a general rule, address negative stakeholders as soon as you identify them. Do
not wait and hope that they will change. One exception to this rule may occur if you
know that a negative stakeholder is about to retire or transfer to a different
departmert. In that case, you will need to balance the pros and cons of addressing
them given their timdimited involvement.

- Deal with any negativity in meetings in a direct but positive manner. It often helj
use humor.

- Do not allow negative stakeholders to dominate meetings or conversations, but
address any underlying concerns and move forward. Sometimes you can say, "Let
talk more about your concerns later."

- Have a "hearto-heart discussion” with them; it may hedddress and neutralize
their concerns.

- Work to convert negative stakeholders into remgagers or passive engagers.

- Seek guidance from others; many times, organizations already know their negative
stakeholders and how to work around them.

U)
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Ultimately, managing or working around negative stakeholders may require enlisting the help of
leaders or managers at the site or even the regional or network level. One of the important
lessons learned among experienced facilitators is when and how often to enlist help at these
higher leadership levels. Although you may frequently informally seek consultation and input
from leaders as part of maintaining their engagement, only in rare circumstances should you
actively enlist their help for the management of negative stakeholders or other concerns. In the
ideal situation, you would never have to resort to this action. Innovations tend to work best when
developed and implemented by those who are closest to the clinical services. Know that
enlisting the helpof ot her | eaders is essentially cal
times when this extreme action may be necessary to continue moving forward. Use this
sparingly and only for items that cannot otherwise be resolved and are important to the initiative.
Be sure that you have actively tried many techniques before resorting to this last strategy. If you
frequently call in the big guns, it devalues both your power and influence as well as theirs.

Case Example

When facilitating the implementation of Primary Care Mental Health Integration (PCMHI)
per the request of network leadership, a local level primary care lead was a negative
stakeholder. He came to meetings late, if at all, and when present, sat in the corner and
wrote notes instead of engaging in the process. The rest of the implementation team did
all that they could to engage him in the process and to implement despite his behavior.

The facilitation team used multiple strategies to engage him. However, after several
months, it became clear that the initiative could not progress further without his active
investment, involvement, and support. With no other options left, the facilitators
approached the network | eader s hguestedthe AKA
assistance of i mplementation facilitator
behavior as one of the barriers to implementation and asked for network support to
address the challenge.

Please note that this was done only after much deliberation and consultation among other
expert facilitators. In taking this step, there are many risks, including losing the progress
made thus far, as well as the relationship with network leadership. In this situation, it was
handled delicately; the network leadership addressed the concerns and the behavior
improved, allowing implementation to move forward.

IV. ASSESSING THE SITE

Site Assessment is a critical activity that needs to be conducted throughout the implementation
facilitation process. There are many types of data and information that you should obtain. This
includes formal administrative data as well as informal data about context. During the pre-
implementation phase, beginning with a preliminary site assessment, you should seek to obtain
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a broad overview of the system and context, the types of services provided, as well as an initial
understanding of day-to-day operations and administrative data.

Conduct a Preliminary Site Assessment

Get to know some basic information about a site, even before visiting; this is an important pre-
implementation step. This preliminary "homework" about the site will help you prepare for the
initial site visit, and the fact that you did some preparation to get to know the site will establish
credibility with staff. You should work to identify basic information about the organization, the
clinic (e.g., type, size, setting), and the population served, as well as other important contextual
information. You will also want to identify administrative data relevant to the innovation being
implemented, if such data are available. Tracking down such data sources may require
engaging stakeholders who are far removed from frontline clinical care such as data support
specialists or medical record administrators. We recommend that you develop a set of questions
and query stakeholders to learn about each site while fostering engagement. An example of a
Pre-Site Visit Facility Assessment Call interview from the Evidence-based Psychotherapy
Facilitation Initiative can be found in Appendix E-1, pages 173-174.

Gather information about the clinic

1 Know the type of clinic: Will you be working with a primary medical center, or a

smaller community-based satellite office? If & |
the latter, make sure you understand its Tips |
relationship to any larger affiliated medical Assess site characteristics:
center(s). - Type of Clinic
9 Size: Determine the number of unique i Slzg
- Setting

patients who obtain services at the location
by identifying patients and encounters over
the past fiscal year.

- Academic Affiliation
- Patient Population
- Organizational Structury

9 Setting: Gather some information about the
community and any special considerations that may affect success. This type of data
is often obtained through conversations with key stakeholders. For example, if a
facility is located in a community with high unemployment, homelessness, or crime,
these factors may be relevanttoth e i nnovat i &oréxample,whea e s s .
General Motors closed an automobile manufacturing plant in one community, it
economically devastated that community and the surrounding area. The very high
unemployment rate had a domino effect on businesses, ultimately leading to an
increase in the number of people without health insurance seeking services at local
clinics.

1 Academic Affiliation: Find out if it is a teaching facility and if the staff members have
academic affiliations, have conducted relevant research, or have published articles.
For example, in one project a key leader at a participating facility had written a
number of journal articles that took an alternative view to the focus of the project.
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1 Organizational Structure: Do what you can to develop a clear sense of how the
organization is structured and who reports to whom (e.g., via an organizational
chart). It may be particularly important to identify whether the organizational structure
is such that staff report to multiple supervisors. For example, it is possible that
clinicians on an outpatient mental health team may report to their team leader as well
as to discipline-specific supervisors (e.g., Chief of Psychology, Chief of Psychiatry).
In those cases, buy-in from all relevant leaders will likely be important to successful
implementation.

Learn about the population

9 Gather data on the type of patient population typically served by the clinic (e.g.,
insurance status, typical age range, gender, ethnicity, and common comorbid
conditions). You will need to learn about some of the challenges in providing services
to meet the needs of their population. For example, implementation of telehealth
services may be more difficult if a large proportion of the patient population lacks
access to reliable cellular or wi-fi service. These data may be obtained either
guantitatively (from medical record data, dashboards, or patient registries) or
gualitatively (from discussions with frontline staff, administrators, and support
personnel).

9 Itis important that you also gather diagnostic information about the population that
the program will serve. For example, in implementing a depression care
management program, it would be essential to know the number of individuals who
have depression and are receiving care at the location. This information should
include special populations served.

Learn about the organization

9 Collect names of key staff members as well as formal and informal leaders. Confirm
correct spelling of names, preferred pronouns, and academic degrees. Misspelling
names or listing incorrect titles for key staff (e.g.,usi ng AMs. 0 I nstead of
create real problems for an implementation effort, as these mistakes may be
interpreted as disrespect or sloppiness on the part of the facilitator.

1 Identify organizational and leadership structures, as well as relevant measures of
organizational performance (e.g., patient satisfaction scores and relevant
performance measures).

Document what you learn

When gathering information on a number of sites, there are several ways you can
document the information so that it is readily available:
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1 You may want to summarize data for each site in a one-page document for easy

reference. This reference document % \

might contain demographic information H_‘f.‘.\g;u N\
on the patient population, staffing 1

levels, names of key staff members, Document what you learn about|
phone numbers, directions to the site, sites so that it is readily available
and any other notes, questions or (e.g., in a ongage summary or
special issues that need to be an electronic spreadsheet). y
addressed. Keeping this document in a

folder and frequently updating information will be useful in the future. Especially if
you are going to be working with the same sites or clinics on multiple projects over
time, it may be useful to save these data in a contact tracking database so that future
projects need not collect the same data again.

1 One way to maintain information is to keep a workbook with different tabs for
different types of information. This will allow efficient updating, use of other
spreadsheet features (e.g., graphs, comparative tools), and ability to print only the
information needed (for an example, see Appendix F. Clinic Summary Excel
Workbook).

Additional Considerations as You Continue the Assessment Process

9 Learn the value system of the organization and get staff input! Understanding the value
system will help you know what data to collect and present. How the organization
collects and uses data for evaluation or performance monitoring may reflect some of the
viewpoints of leadership. For example, if you learn that a facility director is very
concerned about patient satisfaction, then you can emphasize the ways the innovation
will impact this metric. Organizational values may also reflect viewpoints regarding what
types of data are most compelling; for example, managers at one facility might be very
impressed with data on graphs and charts, while managers at another facility might be
much less impressed with visual data and want to hear more about quality and the
patient experience.

1 Be observant for stakeholders who appear to support the innovation but may actually
have another agenda. Sometimes, things that are not said are as important as things
that are said in a meeting. Who is the "power person” at a meeting? Who is not saying
anything? Who appears to agree but then takes an action that may not be supportive?
This is all quite normal and expected in the change process. You must remain positive
and address any negatives immediately.

9 Structured assessments may also help you develop a better sense of the relative
strengthsd or areas of concernd for staff at the site in question. The Agency for
Healthcare Research and Quality has compiled guidance on this topic that may be of
interest.”” While some assessments will likely be innovation-specific, others may be
more generically useful. For example, the Organizational Readiness for Change
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measure (ORC)®7 is a self-report measure that may be completed by staff at the site.
Scores on the ORC indicate the extent to which the working environment is perceived to
be friendly toward process improvement activities. The ORC is available at:
https://ibr.tcu.edu/wp-content/uploads/2016/01/ORC-S-pdf.pdf. Generally, a formal
assessment is not sufficient to capture the nuanced dynamics captured in the processes
described above.

9 Assessment is an ongoing process without an end. Initially, the information you collect
will be just a snapshot. You will continue to learn more details about the organization as
the process continues. As you learn more about the organization and its people, you will
discover their specific challenges, strengths, and goals. Additionally, changes in staff
and leadership, shifting and competing priorities, and budget constraints require
attention, and you will need to assess their effects on implementation.

Obtaining Administrative Data

Data may be a powerful tool. Often decisions are made based on administrative data, and
innovation implementation success or failure may be determined based on outcomes obtained
from administrative data. Thus, it is essential that implementation facilitators know how to obtain
and interpret relevant data. If you do not have these skills for the innovation you are
implementing, seek additional consultation immediately. If administrative data are not readily
availabled as is the case in many healthcare systems®#®! § then other strategies (e.qg.
conducting rapid chart reviews, or conducting direct observations of clinical processes) may be
needed.

Barriers to obtaining data

1 Recent years have seen an increased emphasis on transparency within some
medical systems. If you are working in such a system, there may be opportunities to
obtain national or regional data rather than obtaining local data from each site or
clinic that is implementing a given innovation. In these cases, it is still important that
you discuss how you are using these data and be explicit with local stakeholders that
your goal is ongoing quality improvement related to the innovation. For some
innovations, you may still need to rely on local data only.

1 You may have difficulty getting permission to access local data because some
leaders and managers may be suspicious about your wanting to obtain "their data.”
They may feel that you will try to use data to criticize themd and they may have had
experiences in the past where facilitators or consultants did exactly that! Sometimes
you have to build trust before you can obtain the data you need; it may be helpful if
you state explicitly that you are interested in understanding the site for innovation
implementation and quality improvement and not for evaluative purposes. Remind
them that you really are there to help, and then prove it by being careful about how
you frame the results of whatever analyses you complete!
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How to get data

1 Depending on the innovation being implemented, you may be able to obtain all the
data that is needed from national dashboards. Additional information about the type
of data available from administrative dashboards is available in the next chapter.

9 Gaining local access to data involves finding the right people who can provide the
needed data. Developing relationships with administrative officers and data support
specialists is essential. Ideally, they can either provide access to the data or the tools
to gain access.

T You wi |l need to find out about the siteds
may be obtained during your site visit or during your early discussions with
regional/network and site level leadership.

Verify the accuracy of data you obtain: "The devil is in the details!"

1 Review the reports and question any data that appear to be inaccurate. You will
often find systemic problems. For example, apparent differences in suicide rates
between sites may reflect different data collecti on met hods r at her t han
findings.

9 Ask clinic staff to review their data to make sure they appear accurate to them.
Encourage their feedback and listen carefully to the information they provide. A
comment such as, "l know | had more phone calls than that this month," may indicate
a problem that needs to be resolved.

91 If you find a problem, you might do spot checks or chart reviews to determine what is
happening. Although this is time consuming, it may be helpful to do this in a limited
manner.

1 If possible, it may be useful to enlist the help of a data support specialist (e.g., see
https://www.corhio.org/blogs/expertise/2018/3/21/what-in-the-world-is-a-chita) with
expertise in pulling, aggregating, and verifying administrative data.

V. HIRING AND TRAINING STAFF

The timing of hiring and training of staff is highly variable and could happen during any of the
phases of implementation facilitation. The extent of input that facilitators may have in hiring and
training is also highly variable. However, these are critical factors that can make or break an
implementation initiative. Prior to implementing a program, it is essential that key staff are
identified (either hired or otherwise assigned to the program) and appropriately trained. In our
experience, it is common for sites to request facilitation support without having identified staff to
provide the program. In these situations, hiring and training staff becomes a primary pre-

Page 41

r


https://www.corhio.org/blogs/expertise/2018/3/21/what-in-the-world-is-a-chita

47 Implementation Facilitation Activities in the Pre-Implementation Phase

implementation task. As a facilitator, be prepared to find a range of situations from an initiative
that is fully staffed (with or without appropriate training) to an initiative with no staff at all.

Hiring and Identifying Innovation Staff

Hiring, training, and mentoring staff to deliver an innovation is a complex process that is
important to sustainabilityd but begins in the pre-implementation phase. We note that there may
be significant variability from system to system (and from program to program) regarding
whether, and to what extent, facilitators are involved in hiring decisions. If you have the
opportunity to provide feedback or consultation related to hiring, we recommend familiarizing
yourself with the following principles:

1 Prior to identifying or hiring staff, administrators should have a clear understanding of the
nature and expectations for successful program functioning.

9 Staff should be matched to program needs.

1 Itis important to employ or select highly competent and skilled personnel invested in the
continued implementation and sustainability of the program. For many programs, it will
not be necessary or possible to hire new staff. Unfortunately, high staff turnover tends to
occur without careful selection and matching to program needs. This is costly for training
and team functioning and can decrease reciprocal trust with other providers.

Overlooking important considerations during the hiring process, or rushing to fill a position
quickly, may have a negative impact on the successful implementation of an effective program.
As a facilitator, there are additional resources that you can provide (e.g., documented skills
needed for optimal program functioning) and tasks you can complete to help with this process:

1 Communicate the above recommendations to program managers and highlight the need
to recruit an individual with skills that are well suited for the specific position. If the role
being filled is that of the Internal Facilitator, you can refer to Chapter 3, pages 16-22 to
help provide guidance.

1 Help administrators and program managers with identifying program needs, specific skill
sets, and characteristics that will be essential for program success. For example,
depending on the needs of the setting, you may provide leadership with sample position
descriptions, sample recruitment advertisements, interview questions, and performance
plans being used at locations with successful programs. If none are available, assist
program managers in developing such materials that are consistent with high functioning
programs.

9 Tailor your involvement in the hiring process to the site. Depending on the site, and your
relationship with leadership, you may be asked to have an active and substantial role in
this process. At other locations, local leadership will prefer that your role be purely
consultative. You may be asked to assist in the selection process by reviewing
candidates and developing interview questions. Remember that you are a consultant
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informing the process and ultimately the leadership will make all decisions. Be prepared
to provide information about the hiring practices at successful sites and to offer
suggestions to supplement their current efforts if desired by leadership.

Training Clinical Innovation Staff

Although ideal, it is rare to find a provider who has been trained and worked in a similar
program; most will require training in the clinical innovation being implemented. The facility-level
supervisor should have the responsibility to ensure that appropriate training occurs. However,
as a facilitator, you may need to play a substantial role in the training process. Some general
principles are listed below:

T

New providers should be familiar with the setting and the practice expectations of the
innovation/program. Reading core texts and research manuscripts as well as additional
resources recommended by the clinic will help them with this process.

Training should be structured around attainment of the core competencies for the
position.

The supervisor, with your assistance, should ensure that adequate time for orientation
and training is scheduled before the provider begins performing clinical services. Taking
the time to construct an appropriate training process will increase the likelihood of
program success and sustainability and decrease turnover by supporting provider
confidence and satisfaction.

Ideally, someone who is an expert and has experience training others to operate well
within the model should conduct the training.

Other effective training techniques include implementation of action plans, performance
assessments, and ongoing supervisory consultation.8?83

Shadowing current, successful He:)fu\

providers and ongoing consultation ™ | ¢ yoy can facilitate formal training \

from experts within the field is also opportunities for clinical staff charged

recommended.848° with implementing the innovation by
either hosting a training event or

In addition to supporting attendance providing an educational series.

at relevant workshops, leaders 1 You can provide training experiences if

should be involved and encouraged you are a content expert. You calso

to provide a supportive environment offer presentations and training events

for successful training to occur.83 hosted by external experts.

You can play a substantial role in \ /

the training process.
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VI. MARKETING

Appropriate marketing of the innovation you are trying to implement can increase stakeholder
engagement throughout the implementation process. More will be said about this in the next
chapter. During the pre-implementation process, some of your marketing efforts may focus on
increasing awareness of the implementation process itself and your role in it. The following
marketing strategies in the pre-implementation phase may be especially helpful for launching a
program.

Presentations

The goal of formal marketing events is to describe the benefits of the innovation (to
patients, providers, clinics, systems, etc.), the type of services provided, the patients
who may benefit from the innovation, and the ways to link patients to these services.
These events may be more formal than other marketing activities. You can schedule
them as part of pre-existing meetings or hold them separately. Be sure to have
informational handouts available for all who attend, or plan to distribute them
electronically if meetings are held virtually. Furthermore, do not forget to include
materials about yourself and the implementation process during such presentations. For
example, be sure to describe your specific role in the process as a facilitator, the timeline
for implementation, the names of local leaders who have invited you to be involved, and
other details so that attendees are not confused by your involvement.

Emails

Use emails to describe specific topics of interest within the program. Make them brief
and include bulleted or numbered information, as well as your contact information to
ensure that staff members can reach out to you with questions.

Flyers

Similar to emails, use flyers to provide brief information on the new program or practice
and place them strategically. For example, post flyers that contain program contact
information in exam rooms. Make them brief one-page informational sheets focused on a
specific topic. Monitor flyer distribution areas and replenish supplies as needed.

Newsletters

Newsletters may be useful for providing updates about the program, staffing, current
services, and success stories to stakeholders.

Patient-Facing Marketing

The health promotion field has many examples and research on marketing directly to

patient or consumer groups. This may create de
marketing materials should be checked for health literacy (ability to interpret written or

audio health information) or health numeracy (ability to interpret medical statistics).

Patient difficulties with health literacy and numeracy can contribute to unjust disparities
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in healthcare delivery. The literacy or numeracy levels should be suited to patient
stakeholders through processes such as:
1 Checking and adjusting reading levels using word processing software
1 Consulting with an institutional center for health literacy
1 Surveying a subsample of target patients for the innovation using one empirically
validated question to assess health literacy®®®’
1 Having a patient stakeholder read and discuss written documents with facilitators
before circulating to all patient stakeholdersd the discussion would focus on what
is clear/unclear, what needs to be defined further, or what may be presented a
different way

Some currently known examples of patient-facing marketing are advertising for the
innovation through mass media,® community organizations and other service providers,
or hosting outreach events to educate potential recipient consumers of the innovation
(e.g., patients, caregivers, families) on information about the health condition or the
innovation.®®

Vil. THE SITE VISIT: PREPARATION FOR TRANSITIONING TO THE
IMPLEMENTATION PHASE

Innovation implementation should use a theoretically driven, purposeful, and well-constructed
implementation plan. All too frequently, programs are developed and staff is hired with very little
planning or time given to implementation activities.

As part of the implementation plan, it is important to engage top-level network and/or facility
leaders from all applicable departments. As part of a parallel process, it is important to engage
departmental and clinic-level leadership and front-line staff. One promising method of
implementation involves formal program implementation meetings with all clinic staff and
reviewing a previously developed implementation planning guide.®®°! (See Appendix B, pages
145-167, for examples of previously developed Implementation Planning Guides.)

Thus, one important function of the facilitator(s) is facilitating program implementation planning
meetings. While crucial details to keep in mind for any implementation meeting are included in
the next chapter, in this section we discuss core elements of the first set of implementation
meetings, which are often consolidated into an in-person or virtual site visit. (See Appendices E-
3, pages 176-177, and K-1, pages 217-219, for examples of in-person and virtual facilitation site
visit agendas.) Realistically, this may be the first time that all of the invested stakeholders have
come together to discuss the program. While in-person meetings have obvious benefits over
virtual approaches, budget limitations, space constraints, travel restrictions, or other factors
(e.g., COVID-19 pandemic) may mean that the site visit must be conducted over telephone or
video teleconferencing equipment. Specific best practices for such virtual site visits may be
found in Chapter 7.
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Meeting Logistics

It is easy to underestimate the amount of time that it will take to schedule, organize, and prepare
for the site visit. Surprisingly, this may be one of the most frustrating and time-consuming
processes.

1)

2)

3)

Check for network or facility policy for visiting the site

Actively seek out existing guidelines for scheduling site visits, especially if you plan to
involve frontline clinical staff in the site visit activities. For example, in the VA, local or
regional guidelines may require at least a 60-day notice to cancel clinics for providers
who plan to attend the site visit. Being aware of these guidelines ahead of time can help
you avoid logistical issues (such as key staff being unable to attend site visit activities),
while also demonstrating to staff at the site that you are committed to understanding the
local context.

Identify and develop relationships with people who can help

You may organize and schedule many of the meetings. However, if you are not located
at the clinic where a program is being implemented and do not have knowledge of the
clinic layout and meeting spaces:

1 An identified local champion at that site can serve as a primary contact.

1 Identify critical contacts who can describe the clinic layout and are familiar with the
set-up of meeting locations and the process for reserving rooms. For example, it may
be easiest to build the site visit schedule around a regularly scheduled, recurring
staff or provider meeting. These contacts can help you navigate through these
complicated nuances that vary from site to site.

1 Establish rapport and build a relationship with the clinical manager and the lead
administrative officer. If at all possible, start to engage these individuals and build
these relationships prior to scheduling initial meetings. Facilitators are more likely to
have support and assistance from individuals with whom they already have a
working relationship. The c¢clinic staff
role and purpose of the visit. If this relationship is already established, the process of
scheduling will be much smoother.

Make the meeting arrangements

1 Consider creating a pre-meeting checklist to ensure that everything is arranged and
brought to the meeting (see Appendix E-2, page 175, for an example of a Pre-
Meeting Checklist).
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1 Determine which tasks you will complete to decrease as much additional work for
clinic staff as possible. For example, you may be able to set up tele- or video-
conferencing sessions rather than asking local staff.

1  Work with contacts to comply with local norms and avoid accidently stepping on
someone's toes. Ask who typically blocks provider clinic schedules to ensure their
availability for the meeting. Also, ask who has the ability and knowledge to schedule
conference rooms and reserve video or conferencing equipment.

1 Create a master guest list that includes those who have indicated they will attend

and their contact information.

91 Despite best efforts, things often do not go according to plan. Expect the

unexpected. Be flexible and prepared to
problem-solve. You may get to a location
and a key stakeholder or leader has called
in sick, the power has been knocked out by
a storm, the clinic has a fire code called
during the meeting, and no one can find the
speaker phone after repeated assurances
that it would be available. These things
happen. Be prepared to roll with the
punches and problem solve on your feet.

Basics of Facilitating Meetings

f

\

Expect the unexpected. Be flexible
and ready to problersolve.You
may get to a loation and a key

stakeholder has called in sick, the
power has been knocked out, the

clinic has a fire code called during
the meetingand no one can find

the speaker phone.

Although the specific techniques and skills used for facilitating meetings will vary, a few general
principles should be used as a guide through the process. Note that these apply to site visit
meetings as well as the repeated meetings that occur during the implementation phase

discussed in the next chapter.

1) Know the audience

Use different techniques and presentation styles depending on the stakeholder group. If
possible, you should be informed about the culture of the clinic. Are the individuals more
likely to be impressed by a formal didactic slide presentation or will they find formalities
off-putting and prefer a more low-key discussion with handouts?

2) Know the purpose and goals of the meeting

The specific techniques and strategies you should use in a meeting will depend on the
overarching purpose and specific goals of the meeting. Be flexible and prepared to
adjust based on issues brought up in the meeting. Sometimes the group may not be
ready to discuss your agenda. In those instances, you may need to back up and provide
more education and/or allow alternative points of view to be expressed. A follow-up
meeting to address important agenda items may be necessary.
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3) Provide information and correct misinformation

Providing information is often the best way to start the meetings. The specific content,
details, and extent of information will vary depending on the purpose of the meeting and
the stakeholders present. Typically, provide information about the specific program
requirements, the evidence base, local site characteristics, and your role (and
boundaries of your role) as an external or internal facilitator.

4) Get stakeholder feedback

As part of facilitation, always seek information from multiple stakeholders. At times, the
facilitation team will need to ask for stakeho
with the program, what areas need improvement, and where change is needed.

5) Create an environment conducive to open discussion

Elicit input from the group frequently. Ask for their opinions and ensure you are
incorporating them into the program design and adaptation. Consider the power
differential that may exist between different stakeholder groups based on social
positions, hierarchies, or historical context (e.g., patients and nurses). Then, adapt
meeting arrangements to enhance likelihood of participation by stakeholders who may
have or perceive they have less power than other stakeholders.

6) Provide structure for the meeting

Prepare an agenda for each meeting and solicit items from stakeholders for inclusion.
Note that most people tend to underestimate (rather than overestimate) the amount of
time that will be required to cover a given topic in group meetings. To avoid needing to
truncate discussions, we recommend building extra time into the agenda to
accommodate this.

7) Re-focus the group when needed

Group discussions can at times diverge from issues related to the program. When this
happens, acknowledge it and suggest to the group that, due to time constraints, you
want to re-focus the discussion on the program and its implementation.

8) Pay attention to verbal and nonverbal Information
Not all communication is verbal. Pay attention to facial expressions and body language.
9) Listen and reflect

When someone makes a comment that is particularly salient, you may want to repeat it
back, perhaps rephrasing it. This will communicate that you heard the comment and
thought it was important. By re-stating it, you will also emphasize this point to the larger

group.
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10) Ensure that all stakeholders are heard during the meeting

Listen to all stakeholders at the table, ensuring that everyone has a chance to be heard,
and repeat major points so that all stakeholders understand the various perspectives.
Then guide the process for reaching consensus. Just like any consensus-building effort,
this may involve some negotiation. Make it explicitly clear that the implementation plan
will be monitored and revised as needed. Remind stakeholders that implementation is a
iprocess, 0 not aplandaa voetinue to de rdvised and impréoved as
needed to meet organizational goals.

11) Guide the group to establish an Implementation Plan that meets the overall goals
of the implementation effort while considering local needs

Facilitators serve as experts in program requirements and have extensive knowledge of
how similar locations have successfully implemented innovations. However, do not
dictate to stakeholders how the innovation will be implemented at their site. Provide
important parameters, program requirements, and information about the evidence base,
but let the stakeholders decide about the day-to-day program operations.

12) Respond appropriately when stakeholders disagree

Stakeholders will disagree at times. There are many techniques you can use when

stakeholders are deadlocked on an issue. First, review the program requirements with

the group and ensure that the plan under discussion is within the scope of those

requirements. Second, review the evidence base. Explain "what we know" about the

innovation and what is needed for optimal impact. At times, it may be helpful to gather

additional local data to present to the group. You may want to invite a guest speaker

who can describe how the program functions elsewhere. (See al so AHow t o | de
AddressNegati ve Stakeha8336krrso on pages

13) Provide written documentation

After each meeting, ensure that there is written documentation of the meeting. This may
take the form of a site visit report after the initial meeting (as described further below) or
as minutes or notes from follow-up meetings. It is important that these documents
include a record of who was in attendance, important items discussed, decisions that
were made, resulting follow-up action items, responsible individuals, and specific time
frames for completion. Documentation should be brief but sufficient to provide an
overview of the meeting for anyone who was not able to attend and to provide
documentation of major items, which may be helpful to review at a later point in time.

Individual Components of the Site Visit

The site visit typically consists of a series of interconnected meetings. Each meeting has a
unique purpose and involves different stakeholders. Below we provide information about the
structure, purpose, attendees, and goals for each of the typical component meetings of an initial
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site visit. An example facilitation site visit agenda can be found in Appendix E-3, pages 176-177.
It is important to keep in mind that the material described in this section is meant to be
illustrative but not set in stone; specific site visit procedures and agenda will of course need to
be tailored to your individual program needs, as well as the needs of the sites in which the
innovation is being implemented. Regardless, throughout the visit you will be gathering
information about the site. It is important that you listen to the perspectives of multiple
stakeholders. Throughout the day you may want to take notes structured by identified strengths,
weakness, opportunities, and threats that emerge throughout the visit. This will prepare you to
conduct the exit briefing (see below) and provide early feedback to the site.

Entrance briefing (overview with leadership):

1 Ideally, this meeting will be the first in a series and include the facility leadership. You
may also invite care line or specific service leaders and program managers to this
meeting. For example, if implementing a PCMHI program, leaders from both primary
care and mental health should attend. Different facilities will have different
administrative and leadership structures, and the titles and distinct roles of those who
should be involved in this meeting will vary from location to location.

9 The main purpose of this meeting is to:
A engage leaders,
A provide them with information about the program,
A establish support for the program,

A convey to all stakeholders that leaders are invested in this process and
implementation of the innovation, and

A gather information about key areas of interest to leaders (e.g., any metrics, or
process improvements) that are relevant to the innovation in order to develop
shared goals to support implementation.

1 This meeting should be relatively brief. Approximately 15 minutes may be sufficient.
These individuals have busy schedules and part of engaging them is being respectful
of their time limitations. This meeting may be the most formal. Consider creating a
formal professional presentation (of no more than 10 minutes), briefly describing the
program requirements, the evidence base, and any known outcome data describing
how having this particular program, when successfully implemented, may positively
influence clinical care in areas of concerns to top leadership. These may include
program impact on performance measures, improvement in patient health outcomes
and satisfaction rates, provider satisfaction, and cost.
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Stakeholder innovation education overview presentation

T

The stakeholder education overview presentation will typically be the largest meeting
of the day. This meeting provides the opportunity to educate the broadest group of
stakeholders about the innovation and the facilitation process. Be inclusive in the
invitation and work to invite anyone who may interface with the innovation. In
previous initiatives, the education overview presentation included up to fifty
participants. For example, when facilitating the implementation of evidence-based
psychotherapies, some locations invited all general and specialty mental health
providers to attend. Although many providers and staff may not be directly engaged
in the innovation, their knowledge of it can allow them to better interface with the
innovation providers and support sustainability.

Consider inviting facility leaders who should be aware of the program but may not be
involved in day-to-day functioning. It is better to err on the side of casting too wide a
net than to not invite people who should be at the table.

Typically, this presentation lasts 30 to 40 minutes, allowing ample time for questions
and includes a formal didactic PowerPoint presentation. (See Appendix E-5,
Stakeholder Education Overview Presentation (PCMHI), pages 180-184, for an
example.)

Ensure that the space reserved for this meeting is large enough to accommodate the
number of stakeholders invited.

The goal of this presentation is to provide a basic information about the innovation to
a wide variety of stakeholders. At the end of the presentation, stakeholders should
be able to understand the following objectives:

A What are the basic components of the innovation

A Why it is important

A What are the policy requirements or known strong practices

A How it can improve care

A How/where it fits within the continuum of services currently being provided
A What is the supporting evidence for the innovation

A Common implementation challenges or concerns

A Common site resources or characteristics that support implementation

A What is Implementation Facilitation and how it can help
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While providing this basic education, the facilitator(s) are also engaging in marketing.
One of the goals of this presentation is to bolster enthusiasm about the innovation
and increase system-wide support for implementation. Thus, it is important that this
presentation is brief and engaging and that it emphasizes how the innovation can
improve services or the process of care for patients.

Remember that this presentation is not intended to provide in-depth training to those
who will be providing the innovation. Rather it is intended to provide basic education
about the innovation and the implementation initiative to a wide group of
stakeholders. Thus, specific nuanced education and training about providing the
critical components should not be included in this introductory overview.

Program implementation planning meeting

T

After the entrance briefing and stakeholder education overview presentation, have a
meeting that focuses on reviewing the program requirements in greater detail and
designing an implementation plan that considers local needs, preferences, and
resources. Thus, key individuals who should be present include the stakeholders
who will be involved in the direct day-to-day operations of the program (i.e., front-line
clinicians) and the leaders who will directly oversee the program and the
implementation process. Sometimes other stakeholders will be interested and seek
inclusion at this meeting. Although it is recommended that a diverse group of
stakeholders be included and those interested in participating should be invited to
attend, there may be times when you need to limit the number of stakeholders who
participate in the implementation planning meeting to ensure a functional working
team. If too many individuals not directly involved with the innovation are present
during the meeting, a great deal of time may be spent in orienting them to the
innovation, decreasing the time available to develop an implementation plan.

This meeting should begin with another review of the program requirements, the
evidence base for the innovation, why the innovation is being implemented, and how
the innovation, when well implemented, can positively influence patient care, patient
satisfaction, and provider satisfaction. Typically, you need to present this information
in a less formal way, which often takes the form of a discussion. The information
delivered should be tailored and concise, depending on the stakeholders present
and whether they also attended the overview presentation.

Use a Program Implementation Planning Guide Template, described previously, (see
pages 26-27 above and Appendices B-2 and B-3), for the specific program elements
being implemented to structure the remainder of the meeting. (See Section IX,
fiCompleting the Implementation Planning Guide: Transitioning to the Implementation
Phase, 0 4phaagdkApperdix B-4, Implementation Planning Guide Example,
pages 162-167.) The guide should allow for variation to meet specific site-level
needs, preferences, or priorities. Stakeholders participating in the implementation
process should review the Guide and use it to develop a customized site action plan
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for program implementation. See A Provi de a Framewor k for
Pl anni ng &556 formarg ieformation.

Tour clinics

The facilitator(s) should tour the clinic space along with program staff for feedback.

The physical and geographical location influences provider and patient interactions

and team functioning and provides valuable information about clinic flow and current

space allocation. If the meeting is being conducted virtually, a video-basedfivi r t u al
tourd may stil/l be possible.

Individual meetings

The facilitator or facilitation team (e.g., an external and internal facilitator working
together) may opt for a series of individual meetings with various stakeholders. This
may occur at any point in the facilitation process and may or may not occur the same
day as the larger implementation planning meetings. The purpose of these individual
meetings will vary as will the specific individuals with whom the facilitator(s) need to
meet. At times, the purpose may be to further engage stakeholders or to provide
more information. At other times, it may be to establish a partnership with a negative
stakeholder. The facilitator(s) may request a meeting to discuss program
implementation concerns with only the direct program manager. At this meeting, the
objective may be to provide and discuss data about innovation utilization. You may
help the individual problem solve through barriers that may be inappropriate for
discussion within a larger group. You may also want to have individual meetings with
front-line staff to get their perceptions without the presence of supervisors.

Exit briefing

The exit briefing is just as important as the entrance briefing. The primary audience
for this meeting is top-level leadership. Ideally, both facility and direct program
leadership attend. Additional stakeholders may be present, but it is not necessary.
This meeting also should be brief, ideally less than 30 minutes. The goal is to provide
a summative overview of all the information gathered. Briefly re-state the goals of the
program and describe the current status of implementation at the location and the
necessary changes for successful implementation. Provide information about
identified strengths, weakness, opportunities, and threats that emerged throughout
the site visit. Describe the initial plan to proceed with innovation implementation. This
meeting provides the opportunity to identify specific barriers that leadership can
address to ensure successful implementation. For example, during your site visit,
you may have identified a specific IT or staffing barrier that needs senior leadership
input to fully address. This is your chance to state the need and for leadershipd s
assistance in addressing it.
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The after meeting

At times, conversations may continue after the official meeting has ended. A few
stakeholders may feel more comfortable continuing the conversation with the
facilitators in a less formal situation. When this occurs, the facilitator(s) should be
prepared to answer questions and provide additional information. However,
facilitators should make no decisions based on informal conversation. The
facilitator(s) may learn valuable information that was previously unspoken. When
conducting site visits, be flexible and adaptive to allow for these impromptu
conversations.

Site visit report

Upon completion of the site visit, facilitators should provide a brief written document
summarizing the visit. This document is intended to provide a written record of the
visit, including the stakeholders in

ttendance and the important >
attendance and the mp relpt
implementation decisions that were Tips | \
made. Ideally, this follow-up report S _
should be succinct, easily readable, and | The site visit report should include:
no longer than 3-5 pages. Provide 9 A brief overview of innovation and
leadership an opportunity to review the ::urrenthoperatlonal .statudsd _
report and make edits prior to distribution. T ;;Tts)r;[eﬁgw?g r?(;’;‘g’ﬁe q uring
This will ensure accuracy as well as strengths ?A;a.kﬁ’esses
potentially identify any points of opportuni:[ies, and thréats that
inconsistency or misunderstandings emerged during the site visit
about either the innovation, the

9 A description of the initial plan to
implementation plan, or current processes roceed with program

p
at the facility. (See Appendix E-6 Site Visit Qmplememaﬁon /
Report Example, pages 185-186.)

VIll. COMPLETING THE IMPLEMENTATION PLANNING GUIDE:
TRANSITIONING TO THE IMPLEMENTATION PHASE

As described in Section Ill above, an early goal of the pre-implementation phase is to develop
an Implementation Planning Guide Template for the program or innovation being implemented.
Ideally, the site visit will allow you to complete this template, representing a solid launch point to
the implementation of your program. An example of a completed Implementation Planning
Guide can be found in Appendix B-4. As part of this process, you will also need to create a
vision for the program and provide a framework for program design.
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Create the Vision First

1 In order to create a vision for the program, provide an orientation so that all stakeholders
understand the required program components. It is helpful to have examples of similar
organizations that have successfully implemented programs as well as examples of
programs that may have adapted the design within the confines of the evidence base
and achieved the desired outcome. The external and/or internal facilitator should provide
a framework that guides the program implementation planning phase. At times,
examples will be readily available. However, at other times, it will be the responsibility of
the facilitators to identify and locate this information.

T Ensure that stakehol ders have a vision of t he
understanding of their role in accomplishing the major objectives. It is helpful to elicit
|l eadersé vision for program i mplementation and
articulate that vision to their staff in program implementation planning meetings.
For implementation planning to succeed, all key stakeholders at the local level need to
have a good understanding of the desired outcome.

1 Clarify and resolve questions, concerns, and misconceptions that arise to create a
shared vision, which optimally should fit the needs, strategic plans, and goals of the
organi zation and individual stakehol der s. For
values is patient satisfaction, the stakeholders should have an understanding of how the
programwilli mpr ove patenceqnofcard. exper i

1 Everyone involved in program implementation planning must be motivated to make the
changes. They need to see the benefits to 7 b
their patient population and their organization.
They must perceive that their efforts and
contributions are valued, particularly when

Everyone involved in program
design must be motivated to make
the changes. They need to see

resistance to change. Their ability to articulate and their organization.
the value of the change and its benefits is \ y
vital.

Provide a Framework for Program Implementation Planning

1 Provide the tools to design an implementation plan that reflects the characteristics of the
local organizational culture and effectively lays the groundwork to successfully
implement the innovation in question. Some of the tools, for example, might include
relevant clinic policies, research articles (keep to a minimum), handbooks, checklists,
fidelity measures, and other resources.

1 Make sure to have key stakeholders at the table for the program implementation
planning process. At least one stakeholder from each discipline or staff position that will
play a role in the program should have input into its design. This includes leadership,
administration, providers of services, clerical staff, allied staff, sources of referrals, and
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consultative staff. Identify a local champion who will help guide and actively support the
process through to completion. See Appendix G, page 191, for Clinical Champion
Activities and Characteristics.

1 When there are changes in leadership or key staff, review with them the decisions made
during the implementation planning process to obtain buy-in for the innovation design by
those in positions of power.

9 Together, discuss the steps in the Implementation Planning Guide Template, and use
the template as a worksheet to document the decisions made, any action items, who is
responsible for specific steps, and expected timeframes. Once the template has been
completed, it becomes the local Implementation Planning Guide.

Consider Adaptations to the Innovation

Adaptation is an important step in implementation facilitation to ensure an innovation is

compatible with the needs of your priority population and local conditions. To guide these
decisions and ensure thatyourada pt at i ons donét interferehewith i mp
Cancer Prevention and Control Research Network (CPCRN) adapted work by Lesesne, et al.®?

to create an Adaptation Guidance Tool®® (see below) which provides general guidance on things

that can and cannot be changed from the original innovation to maintain fidelity.

In choosing an evidence-based intervention you may have to make changes to increase fit or
compatibility with your audience and/or ~ N
community. Here is general guidance in terms of
things that can and cannot be changed from the Ideally, adaptations to innovations will
original intervention. Remember to refer to any enhance their Afil

datati i ; the original and context in which they are being
adaptation suggestions from Ihe origina implemented while maintaining

developer(s) or vet adaptation decisions with fidelity to the core components of the
subject matter experts in making these innovation.
adaptation decisions. \ J
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Figure 6. Adaptation Guidance Tool®?

Adaptation Guidance
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Green = Things that CAN be changed:

Names of health care centers or systems
Pictures of people and places and quotes
Hard-to-read words that affect reading level
Wording to be appropriate to audience
Cultural indicators based on population
Ways to reach and recruit your audience
Incentives for participation

Timeline (based on adaptation guides)

= =4 -4 8 —a 2 -9

Yellow = Things that can be changed with caution:

Substituting activities and/or adding new activities
Changing the order of the curriculum or steps (sequence)
Altering the length of program activities

Shifting or expanding the primary audience

Varying delivery format/process steps

Modifying who delivers the program

Adding activities to address other risk factors or behaviors

=A =4 -4 -4 A8 A -4

Red = Things that CANNOT be changed:

The health communication model or theory

The health topic/behavior

Deleting core components or whole sections of the program
Reduction of program

Timeline

Dosage (e.g., activities, time/session)

Putting in more strategies that detract from the core components

In addition, the Iterative Decision-making for Evaluating Adaptations (IDEA)** may be useful for
planning adaptations. It presents a series of decision points to help guide administrators,

clinicians, facilitators, and other stakeholders in considering and deciding upon what

adaptations may be helpful as an innovation is rolled out. For those interested in documenting
modifications, several tracking frameworks may be used (e.g., The FRAME®).

Congratulations! Once you have a fully developed and mutually agreed upon local
Implementation Planning Guide, you are ready to transition to the next phase: Implementation.
The vision is created, and you have an implementation framework ready to go. These key pre-
implementation activities have provided the necessary foundation for successful

implementation.
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IX. CORE ACTIVITIES ACROSS THE PRE-IMPLEMENTATION PHASE

Recent work has aimed to determine what core facilitation activities are essential across
implementation phases. A literature review and modified Delphi process suggests that the
activities below should be considered core during the pre-implementation phase* (see
Appendix L-1, pages 222-224, for definitions for each of the core facilitation activities listed
below). You will note that much of the material above is focused on helping to ensure that each
of these core activities are pursued during the pre-implementation phase. For example, Section
Il in this chapter focuses on engaging stakeholders; Section IV focuses on site assessment,
including data collection to assess context and baseline performance and to identify problems;
and Sections VIl and VIl focus on facilitation activities to assist sites with action/implementation
planning and goal/priority setting. While we describe the list below as core activities, we also
note that your particular i mplementation project
neatly into one of these categories. More detail on the evaluation of implementation facilitationd
including assessment of the extent to which each of these core activities are completed during
the pre-implementation phased can be found in Chapter 9:

1 Engaging stakeholders, obtaining buy-in

9 Identification/selection of local change agents

9 Data collection to assess context and baseline performance
9 Problem identification

1 Action/implementation planning

9 Describing/clarifying roles and responsibilities

1 Goallpriority setting

9 Administrative tasks

m'

The goal of the material in this chapter is to prepare you to successfully navigate the pre-
implementation phase of an implementation project. Such pre-implementation preparation
represents the foundation for achieving implementation of a clinical innovation, and as we stated
above, the length of this chapter reflects the amount of work that needs to be done during this
phase. Completing the steps outlined above should leave you prepared for the next step: the
implementation phase itself.
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CHAPTER 5
IMPLEMENTATION FACILITATION ACTIVITIES
IN THE IMPLEMENTATION PHASE

The implementation phase is the time period during which the local implementation plan is
actually executed, monitored, and refined to meet the performance or clinical quality
improvement (QI) goals defined during the pre-implementation phase. The activities of the
facilitator should all be geared toward assisting the site in the actual work of implementation.
Typically, this phase begins after development of the implementation plan and focuses on
providing necessary supports for implementation

activities. During this phase, facilitators apply many [ )
different implementation strategies to support the IMPLEMENTATION STRATEGY
uptake of an innovation, tailoring their efforts to the What you do (or someone else
specific innovation, the needs of the site, and the does) to help the setting implement
stakeholders with whom the facilitators are working. ‘ the innovation )

Some implementation facilitation activities, such as
helping sites establish systems for monitoring implementation progress, are unigue to this
phase, while others are conducted across all phases with variation or nuances specific to the
implementation phase. For example, although the facilitator initiates processes for supporting
communication and relationship building during pre-implementation, during the implementation
phase, the facilitator works to deepen relationships and routinize communication processes.
This chapter provides practical information about facilitation strategies and activities for the
implementation phase.

l. PLANNING IMPLEMENTATION TEAM MEETINGS

Routine implementation team meetings are a critical aspect of the implementation process. By
the time you are in the active implementation phase, the site should already have a well-
developed implementation plan and an active implementation team (see Chapter 4, pages 54-
57, for information about development of an implementation plan through use of an
Implementation Planning Guide). If these two tasks have not been completed, pause active
implementation until a plan can be developed and agreed upon by all stakeholders and a team
established.

Once the team and implementation plan are established, an important function of the
facilitator(s) is facilitating ongoing, routine innovation implementation team meetings. Ideally,
such meetings will have been discussed as part of developing the local implementation plan in
the pre-implementation phase. However, it is possible that this planning may not have occurred
and planning the ongoing implementation team calls may be a critical first step in facilitating
execution of the implementation plan. If this is the case:
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1 Itis essential that you make sure these meetings are pre-scheduled with a set date and
time that is mutually agreeable to all stakeholders.

9 Itis also essential that you make sure these meetings are scheduled on a recurring and
routine basis.

9 Although the implementation team should decide the frequency and duration of
meetings, let the team know that successful implementation teams tend to meet more
frequently early in the active implementation phase. For example, the team should
consider having weekly or bi-weekly meetings initially to ensure momentum continues.
This not only capitalizes on energy created from the initial implementation planning
meeting but rapidly establishes the expectation to assertively push the initiative forward.
As a facilitator, you may need to recommend meeting frequency.

1 As the process progresses and implementation occurs, make sure the team revisits the
frequency and duration of meetings in later stages.

1 Because it is wise to schedule meetings in advance, be sure that someone sends a
recurring calendar invite to all team members. It is far better to have future meetings
scheduled and find that they are not needed than to scramble to fit in meetings and, at
worst, lose momentum because schedules do not permit an implementation team
meeting.

1 If engaging patient stakeholders throughout the implementation phase, consider and ask
about their needs, other demands, and preferences for meeting regularly to ensure they
can participate. Here are some sample solutions from others who have engaged patients
in implementation:

A Meetings with patient stakeholders might occur with less frequency than alll
healthcare professional meetings to reduce burden

A Schedule meetings far in advance to allow patient stakeholders to arrange
transportation and coverage for other commitments

A Agendas and other materials should be sent for review before the actual meeting

A Use existing funds or ask for additional funds to pay for honorariums, childcare,
transportation, and other costs to allow patient stakeholders to participate

Il. FACILITATING IMPLEMENTATION MEETINGS

Now that the implementation plan, implementation team, and routine implementation meetings
have been established, it is time to jump into the active phase of implementation work. It is
through the routine implementation meetings that the implementation plan is executed,
monitored, and refined to meet the defined performance or clinical QI goals. Review the general
skills and principles for facilitating meetings described in the previous chapter prior to running
implementation meetings.
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Although the exact tasks that you complete during routine implementation team meetings will
vary depending on the needs of the site and the specific innovation being implemented, the
following represent a few essential areas that you should address. You should make sure that
someone circulates a written agenda prior to the meeting and provides meeting notes/minutes
afterwards. (Note: this may be you, especially at first, until an internal facilitator, leader, or

champion can take responsibility.)

A well-crafted Implementation Planning Guide (see Chapter 4, Section VIl pages 54-57) may
be used to structure these meetings. It may be helpful to walk-through this document during
each meeting. This provides a clear structure to the meetings, ensures that each item on the
implementation plan is being attended to, highlights areas that need additional refinement, and
creates a process to identify clear next steps for each team member to move implementation

forward. Below are some suggestionsforh el pi ng

t hteh rsoiutgeh 66 wahlek p 1l an:

1 Monitor the implementation plan. Review the implementation plan at each meeting.
This should include a review of the key metrics and targets selected by the site,
progress, timeframes, barriers, necessary refinements, and next steps.

Discuss and document progress.
This review and discussion should
include the documentation of
progress on both qualitative and
guantitative data. In addition to key
metrics, for each action item,
document whether progress is being
made, whether the item is on hold,
or whether the item is not
progressing. Seek to understand
stakehol dersd per
to the key metrics. How are
providers responding to the
changes? How has the innovation
started to change care?

®
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Tips
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| Summary of how you can help sites \
{ during implementation planning team meetings:

Watghgor g

Monitor the Implementation Plan
Discuss and document progress
Identify and understand barriers

Help to problemsolve and identify
solutions

Modify oradapt the Implementation Plan
as appropriate

: h addi ti
Provide positive reinforcement
Provide support, encouragement, and
other forms of assistance when therep

on

challenges or bumps in the road

Identify and understand barriers. For each item that is not progressing, take time to

stop and identify barriers and understand why that item is not progressing. Data should
be used to inform the need for modifying or revising the implementation plan.

Help to problem-solve and identify solutions. As barriers or challenges emerge, or if

items are not progressing, help the team to engage in a positive problem-solving
process. Brainstorm and/or present potential solutions. Recommend strong practices
that have been successful in other locations. Link stakeholders to additional subject
matter experts, resources, or other similar sites that have been successful despite
similar challenges. Help them to generate reasonable alternatives. Provide them with
additional education, if needed. Apply other discrete implementation strategies,
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described in the next section, as appropriate to the challenge/barrier they are
experiencing. If these are outside your expertise, ensure that you link the site with
experts who can engage in these activities to

1 Modify or adapt the implementation plan as appropriate. Once potential solutions
are identified, work with stakeholders to develop a plan to address identified problems
and leverage strengths. Remember that the implementation plan is not set in stone and
should be adapted throughout the process to ensure, not only a solid implementation
plan, but also a successful and complete implementation of the innovation. Make
changes as needed, but ensure input from all stakeholders is considered, that all
stakeholders are informed of suggested adaptations, and that consensus is achieved
before formally modifying the plan.

1 Watch for drift. While adaptations may be useful, drift (defined as gradual return to
previous processes and abandonment of the innovation in question)® can easily derail
an implementation effort. As an outsider, you may be better able to recognize drift from
the plan, changes in momentum, or decreases in energy than those within the
organization. It is critical that you pay attention to these features and be ready to call the
implementationt eamdés attention to these issues.

1 Provide positive reinforcement. Be sure to celebrate the success of the team and
note even small accomplishments.

1 Provide support, encouragement, and other forms of assistance as appropriate
when the team faces challenges or bumps in the road. Be clear that these are
expected and that there has never been an implementation initiative that went exactly as
planned. Let them know that you are there to help and that together you can overcome
this challenge.

. STAKEHOLDER ENGAGEMENT DURING THE IMPLEMENTATION
PHASE

The work of stakeholder engagement, just like any relationship, is never finished and evolves
over time. By this time in the process, key stakeholders should already be identified and initially
engaged. Thus, the primary task becomes building stronger relationships and ensuring that
engagement is maintained over time. Your activities in the implementation phase will vary based
on the type of stakeholder and the previously established level of stakeholder engagement (see
Levels of Stakeholder Engagement, pages 31-32). However, it is possible no one identified or
adequately engaged essential stakeholders during the pre-implementation phase. Perhaps they
were on leave and were not able to attend prior meetings, or they may not have been
recognized as playing a key role. Once identified, immediately engage with these team
members. See Chapter4, St akehol der Enga-genméeprtmedtant ngnt RbasB
pages 27-36 for more information on this process.
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As mentioned in Chapter 4, when engaging with patient stakeholders in groups with healthcare
professionals, consider power differentials between different groups based on social positions
given historical or current hierarchies, paradigms, or oppression. Adapt meeting arrangements
to enhance likelihood of participation by stakeholders who may have, or perceive they have,
less power than other stakeholders. For example, when meeting with medical assistants and
medical directors, ask people to send questions to you prior to the meeting. You could then
respond to them in the meeting without indicating who submitted them. You might also consider
specifically asking the medical assistants to provide their input first.

Building Stronger Relationships through Routine Reporting

Once you begin to engage leaders, it is important to keep them updated on the progress,
obstacles, relevant data, impact on the organization, and, particularly, any successes. Discuss
and establish a reporting process with leaders; ask them if there are any existing processes for
regular updates on which your project can be included. For example, some leaders may want
monthly reports; others may want quarterly reports. Providing routine data and opportunities to
discuss and review may be one way to continue to enhance engagement throughout the active
implementation phase. This act of routine reporting not only includes assessment and
monitoring, but also has a strong engagement component. Examples of program reports that
were designed to meet specific stakeholder requests can be found in Appendix H-1 and H-2,
pages 192-194 (See below for additional information about creation of baseline/routine reports
and audit and feedback).

Case Example

In a project in which facilitators were helping implement telehealth, stakeholders

1) differed in the specific data they initially wanted to monitor and improve, 2) changed
what they wanted to monitor and improve over time, and 3) changed the frequency with
which they wanted feedback. Facilitators responded to differing and changing stakeholder
needs by pulling relevant data from national dashboards. For example, leadership was
initially more interested in the number of clinicians and staff trained in telehealth. As the
project proceeded, they largely shifted their attention to increased spread and penetration
of telehealth services; and facilitators provided them feedback on, for example, the number
of clinicians providing mental health services via telehealth, the number of unique patients
served via telehealth, and the total number of telehealth encounters. By focusing on the
data that were most relevant to stakeholders, the facilitators were able to maintain
stakeholder interest and commitment throughout the project. This implementation effort laid
groundwork that later helped the medical center further shift toward telehealth during the
COVID-19 pandemic.
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Building Stronger Relationships through Routine Conversations

By this time, you likely will have established an initial relationship with your stakeholders. To
continue to nurture the process of engagement, it may be important to reach out to them outside
the routine, scheduled meetings, and reporting structure. Consider sending quick emails with
good news reports or from time to time calling them out of the blue for a brief phone contact.
Consider sending them an informal instant message just to check in from time to time. The key
is to ensure that they remain invested and actively engaged while they may be faced with many
competing priorities. You may want to take the time to get to know stakeholders as individuals.
What interests outside of work do they have? What are they passionate about (e.g.,
grandchildren, pets, coaching). Getting to know individuals at this personal level, helps to
establish rapport and strengthen the relationship.

To sustain partnerships with patient and other stakeholders over time, one solution would be
ongoing partnership meetings or events. These regular engagement opportunities to update on
implementation progress or seek feedback may avoid consulting stakeholders too late to
change anything. This regular engagement can also build trust and rapport with stakeholders.®®

Dealing with Stakeholder Turnover

Stakeholder turnover is inevitable and will occur across the phases, including during the
implementation phase. In fact, it may happen several times during the implementation process.
This will often be a source of frustration for you because just when someone is an active
stakeholder and is functioning well in the process, there is a change! For example, in one
implementation facilitation initiative, multiple changes occurred among key stakeholders,
including two changes in clinicians (one retired and one resigned), the unfortunate death of a
program manager, and the promotion of a network leader to a central office position. There are
a number of ways you can deal with this issue so that the impact on your implementation plan is
minimizedd s ee t he 0 He |l helbwfdrexdimples 6 b o x

%
H_?!\gfsu‘ Tips for dealing with stakeholder turnover: \

{_As the program grows, anticipate stakeholder turnover and identify more than one
person to fill a role. Encourage cresaining of local staff on skills, tasks, and activities
relevant to program implementation.

9 Prepare to meet with new stakeholders agand again, particularly when they hold
leadership positions.

9 Better yet, ensure that the organization has a process in place to provide an orientalon
for new stakeholders about the innovation. When it becomes institutionalized and part
of the training process for new people, you will know you have done your job well.

9 Prepare materials to train new staff at every level. For example, the site should inclgde

this information in orientations for nurses, other new employees, and residents.
Prepare méerials for ready access on web pages and document archiving sites.
Identify staff members who can conduct local training and formalize this process
throughout the organization.

1 Develop formal succession plans to ensure continuity of roles and instiadltroemory
when turnover occurs.

=a =4
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In addition to addressing stakeholder turnover among staff, it is also important to consider
turnover among stakeholders who are patients. Solutions to turnover of patient stakeholders
should include action to prevent loss or to ensure there are enough patient stakeholders for
engagement to continue should turnover occur. To retain patients, especially those with
significant societal or health burdens, facilitators might maintain responsibility for managing
logistics as much as possible to minimize administrative burden on patients. Having a group of
patients, versus one or two, can ensure engagement continues when natural turnover or patient
dropout occurs. Regular communication strategies that occur through multiple pathways (e.g.,
using a combination of e-mails, phone calls, text messages) will also enhance chances patient
stakeholders are updated in a manner suited to their needs, keeping in mind their
communication streams might be different from other stakeholders (e.qg., leadership).8®

IV. FOSTERING COLLABORATIONS AND PARTNERSHIPS DURING THE
IMPLEMENTATION PHASE

Although the skills associated with fostering collaborations were described in the pre-
implementation phase, these important facilitation activities will continue through the
implementation phase as well. For example, as you develop a deeper understanding of the site
and build stronger relationships, you will likely identify both additional needs that may be
enhanced through fostering collaborations as well as institutional supports/initiatives that you
may not have been aware of during pre-implementation. Thus, two important activities that were
previously noted are particularity relevant during the implementation phase:

1) Identify existing partnerships and practices. Find the existing positive energy and
work with it to build momentum for the program or practice being implemented. To
identify existing positive energy, speak with leadership, including program managers,
discipline leads, and medical center directors to identify ongoing QI initiatives with which
you can partner. Ask program leads to help you identify local individuals who might be
valuable partners and collaborators. It is highly likely that through these processes you
will also identify individuals who are interested in system change to provide the best
patient care possible.

2) Once you identify existing Ql initiatives, become actively involved in them by
forming collaborations and partnerships with leaders of these initiatives. You may
be able to leverage resources from related initiatives to help promote the development
and implementation of your program or practice.

Prior to the implementation phase, you may not be able to effectively identify these initiatives,
have the time to discuss them with leadership, and form collaborations with them. Thus, the
main concepts and skills involved in fostering collaborations are important to consider across all
phases of implementation facilitation but may be most relevant during the implementation
phase.
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It is also critically important to engage consumers or patient representatives as stakeholders
throughout the process of implementation. There are several different ways that this can be
accomplished within the implementation phase, with various levels of engagement and
involvement. For example, some projects have included a patient as a required member of the
site implementation planning teams. In this scenario, the patient is considered a key stakeholder
and is actively involved in on-going, routine implementation team meetings and processes.
Other facilitation efforts have engaged patient advisory boards throughout the process, which
often involves attending board meetings and routinely presenting materials and incorporating
feedback from these stakeholders. Another option is to engage a group of local patients at the
site that is implementing the innovation and seek their input and ask about their experiences of
care both before and after the implementation process. Although the extent to which the
consumer is engaged will vary based on the specific project, it is important that facilitators
ensure they actively find ways to engage representative end-users (patients, in this case)
throughout the process.

V. ASSESSING THE SITE DURING THE IMPLEMENTATION PHASE

Site assessment is an essential implementation facilitation activity that occurs across all phases
of the facilitation process. However, the exact nature and focus of the assessment will shift over
time. During the implementation phase, the focus of site assessment moves away from
preliminary assessment focused on site-level characteristics and shifts towards development of
a complex and nuanced understanding of the site that builds upon the knowledge and data
obtained from the pre-implementation phase. As you build trust with key stakeholders, they may
be more forthcoming with important information about how the site operates. You should
consider this to be important data.

You can gather much of this information through active listening and well-placed questions,
rather than formal assessment. During the implementation phase, you need to gain a thorough
understanding of the site and its organizational context. Some of this information will become
evident to you simply through your ongoing interactions with the site. As you gain familiarity with
the key players, personalities, and preferences, you will develop a complex conceptualization of
t he siteds candabililyrtoechange.|Séekita leaen about the informal leaders, the
personalities of key team members, alliances and conflicts, as well as organizational history that
influence program implementation. Continue to ask questions. Watch for patterns in behavior
and recurring themes. Pay attention to who is repeatedly absent or late, as well as who is quiet
or not. This will provide valuable information to enhance your understanding of the context of
the site. Listen for comments that may indicate barriers or facilitators for change.
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Case Example

At one site implementing 30-minute appointments within PCMHI, clinicians
continued to provide care that was inconsistent with the model of service delivery
despite education, audit/feedback, and other implementation strategies. Although
a thorough site assessment had been completed, it was well into the
implementation phase before the facilitator understood the true challenge. There
had been a high-profile suicide and clinicians were concerned about patient

lethality, increased scrutiny of their work, and leadership support in a perceived
hostile work environment. These complex themes did not emerge until key site
team members fully trusted the facilitator and only because the facilitator was
listening closely to comments made in an implementation meeting and asked
supportive follow-up questions. Important contextual and institutional information
influencing implementation may not always be immediately apparent. Be prepared
to continue site assessment throughout the facilitation process.

If the innovation may differ by rate of delivery, uptake, quality, or outcome between patient
groups (i.e., healthcare / implementation disparity), continue assessing (formally or informally)
the three factors that may contribute to this:

9 Cultural factors of recipients, such as medical mistrust, demographics, or biases of
patients, providers, and other staff;

1 Clinical encounter or patient-provider interaction in which the innovation is delivered or
offered; and

1 Societal influences including physical structures, economies, and social and political
forces such as linguistic competency of signs and forms, structural racism, insurance, or
discriminatory policies. For formal measures of these factors, see Woodward et al.
(especially Table 1).%°

VI. ASSESSING AND MONITORING INNOVATION IMPLEMENTATION

Another assessment goal of the implementation phase is to establish routine processes for data
collection and monitoring that the site will ultimately be able to continue once the facilitation
process is finished. To address this goal, you will need to help site stakeholders identify both
key metrics for monitoring implementation and relevant data sources. (See Appendix H-1 and
H-2, pages 192-194, for examples of program monitoring reports.) You will also need to help
develop routine reports for monitoring these metrics, processes for reviewing them with site
stakeholders, and processes for helping stakeholders assess this information and use it to
improve innovation implementation.
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Identify Key Metrics and Data Sources

As you enter the implementation phase, ensure that you, in collaboration with the
implementation team, identify all the important metrics that are relevant to the specific
innovation and implementation plan, as well as data sources for their measurement. In addition
to helping the team identify important metrics, ask stakeholders about additional data that they
would like to monitor. You can use these metrics to establish routine reporting and monitor
implementation progress.

Selection of metrics

Many facilitators have found it helpful to use a framework to guide the selection of metrics. The

RE-AIM framework®” is one model that has been widely used for such purposes because it

addresses issues related to real-world settings.®” You can use data collected for each of the five

RE-AIM dimensions (reach, effectiveness, adoption, implementation, and maintenance) to

moni tor i mplementation and assess the innovationo
dimensions and examples of metrics for them. See also Chapter 9 or www.re-aim.org.

Dimensions Definitions

Reach The absolute number, proportion, and representativeness of individuals
participating in the innovation or program. For example, the site may wish
to monitor the number of patients who receive or are participating in the
innovation and their specific characteristics.

Effectiveness or ~ The impact of an innovation on important outcomes, including specific

efficacy patient-level outcomes, potential negative effects, quality of life, and
economic outcomes. For example, if a site is implementing a tobacco
cessation program, site stakeholders might want to collect data on and
monitor quit rates and the profgr al
variables for enrolled patients.

Adoption The absolute number, proportion, and representativeness of users
(settings and/or staff) of the innovation. For example, a measure of
adoption might be the number of clinical providers who are delivering the
innovation.

Implementation refers to innovation fidelity or the extent to which a site implements the
innovation as planned. For example, many evidence-based programs
have core components, and measures of implementation might assess
how well each of those core components was actually implemented.

Maintenance refers to the sustainment of the innovation and is often assessed by
repeating measures of reach, effectiveness, adoption, and
implementation over time.

In addition to metrics identified by site stakeholders, there are often specific program goals and
benchmarks established by health care systems, i.e., Veterans Health Administration in VA, for
each area of service delivery. Sites may select these items as the core metrics to monitor. In
VA, metrics are often linked to facility and leadership performance expectations and ratings.
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Selection of data sources

There are a number of sources of data you can use to monitor innovation implementation. In
addition to accessing these yourself, to sustain the innovation, it will be important that you help
site personnel learn how to collect and use this data to continue to monitor the innovation and
maintain fidelity to clinical practice guidelines or the evidence base for a given innovation. Below
is a list of data sources:

1 Dashboards. In recent years, the VA has developed multiple nationally available
dashboards that can easily be accessed by any VA employee. The availability of these
resources will depend on the specific innovation being implemented. Typically, these
systems include relevant administrative data. However, due to challenges in rolling up
administrative data nationally, you should obtain direct provider feedback and
verification to ensure their accuracy. There are many national program-specific
dashboards available. For example, there is a PCMHI Same-Day Access dashboard
and there is a dashboard specific to suicide prevention efforts in the emergency
department. The nature and type of data available depends on the specific program.
Many dashboards now allow you to drill down to both the individual patient and the
provider levels. You will need to be familiar with all dashboards that are relevant to the
innovation you are implementing. These dashboards are primarily used for
administrative program review. Thus, you may be working with site-level personnel who
are not familiar with these resources and it is critical that you have the knowledge and
expertise to not only utilize these tools, but to demonstrate and share that knowledge
with individuals at the site.

9 Locally available administrative data. Often sites opt to monitor and improve
implementation based on locally available data. You should fully support this process,
and work with the team to ensure team members collaborate with stakeholders who
have access to these data and identify ways to incorporate into routine reporting and
audit and feedback processes.

1 Observations. If possible, make direct observations of what is happening at the clinic.
A network-level team member or leader can assist with this process by making site
visits and observing direct interactions between stakeholders, including those between
patients and clinical staff.

1 Innovation fidelity measures (if available). Some innovations will have specific
measures or metrics that have been developed to assess implementation fidelity, while
other innovations may not. For example, for PCMHI, there are specific measures that
have been developed to address provider fidelity, such as the Primary Care Behavioral
Health Provider Adherence Questionnaire (PPAQ),% and specific metrics (e.g., the
percentage of patients who are seen in PCMHI the same day as a primary care
appointment). If fidelity measures are available for the innovation being implemented, it
is extremely helpful to include them as additional tools and sources of information to
monitor implementation. In cases where established innovation fidelity measures are
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not available, consult with innovation developers and/or subject matter experts to
identify some program elements or measures that may be used for fidelity monitoring

Chart reviews. A review of patient charts can check for provider competency with

administrative and documentation skills. This information may be used as feedback to
providers to help them improve their skills. Also, there may be times when it is
appropriate to share this information with supervisors; for example, when the provider
needs additional training or monitoring or to ensure appropriate clinical care is

delivered.

Input from other team members. The site implementation team may want to gather

information from supervisors, clinicians, patients, and other clinical staff about the
innovation, its impact, and ways implementation might be improved.

Establish Baseline and Routine Reports

By selecting metrics and gathering data from the sources above, you can easily monitor
innovation implementation through the baseline and routine reports. (See Appendix H-1 and H-2

for examples of program monitoring ‘lbf ‘
. u
reports.) To create these reports, you will Lo

need to work with site stakeholders to:

1 Establish goals and targets for
success based on the data being
tracked. For some data, there
may be system-wide or national
targets or goals that may direct
these expectations.

9 Develop the structure, format, and
content of reports for data being
tracked.

9 Develop routine processes for
monitoring and reporting the data.

1 Ensure the site understands the

data included in the metrics and
how the data are collected,
reported, and interpreted.

Report contents should:

To develop reports:

To sustain the process:

Tips l

9 Be brief (typically one page of relevant data),
be easily interpreted, and include a legend

1 Depict areas of both strength and weakness

1 Meet the needs of leadership (make sure
before finalizing and routinizing report
contents)

1 Work with the local team to develop a data
report template (some locations will prefer
Spreadsheet files and others will prefer word
processing files).

9 Review the data for accuracy and coding errdrs
with key stakeholders

9 Transfer Kills for creating reports and, if
needed, obtaining and interpreting data to
local team members

Once the initial report is established, determine the frequency for routine reporting. This may

vary depending on how frequently updates are

made to the data sources and the needs of your

stakeholders. This could be weekly, monthly, or quarterly. The essential feature is consistency.
Decide with the team the frequency for the reports and ensure that a process is established and

implemented for routine reporting.
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Monitor Implementation

Systematic monitoring of data and timely feedback to leadership and providers is an important
element of program monitoring, improvement of innovation implementation, and sustainment.
To start this process, you should ensure that all key stakeholders are aware of baseline data for
metrics being assessed so that everyone has an understanding of the starting place prior to the
implementation facilitation process. You should then monitor these data points, sharing the
routine reports with stakeholders throughout the implementation process to track change. This
process should include ongoing discussions among providers, the facilitator(s), and local
supervisors rather than limited to formal annual or semi-annual evaluations.

At implementation team meetings, you should review and discuss data and revise action plans
for areas that are not making progress within an appropriate and expected timeframe and are
determined to need additional attention. It is critical that you discuss these data with providers in
a direct but nonthreatening way and get their perceptions. You may want to use more formal
processes, such as audit and feedback or academic detailing to inform the review of data and
improve innovation implementation.

Case example

The VA Tobacco MHRRTP Dashboard became a key feature in facilitating
implementation of Tobacco Treatment in Substance Disorder (SUD) Residential
Programs. The dashboard contained information relevant to the progress the
programs were making in several areas, including prescribing practices, diagnoses,
and counseling. One of the leaders was especially motivated by data and used the
reports to improve the program. In addition to using dashboard data, facilitators used

an Action Plan feedback report in the dashboard format. The Action Plan listed the
program goals developed by stakeholders and provided feedback on their status in
meeting the goals. Status categories i
progress. o It was helpful to have the
motivated one program to make changes. The facilitators suggested stakeholders
limit the number of program goals they identified and ensured that goals were
attainable. The goals that were not at
hol do and did not count against their

VIl. CONTINUOUS QUALITY IMPROVEMENT

Part of the facilitation process that occurs during implementation is establishing a culture of
continuous quality improvement. To do this well, one must engage in ongoing
program/innovation monitoring, thoughtful review of the data, and purposeful program
adaptation when data indicate areas for improvement. Essentially, as a facilitator you are
guiding the site through multiple Plan-Do-Study-Act (PDSA) cycles.
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PDSA is an iterative and cyclical, four-step problem-solving model used for continuously
improving a process or implementing process change. PDSA cycles consist of small-scale tests
of planned changes by temporarily trialing the change, evaluating its impact, and improving the
initial plan before carrying it out across the board. This will give everyone involved the
opportunity to see if the proposed change will work and to maximize the potential for success. If
the initial change does not create the desired outcomes, the cycle begins again as additional
slight modifications are made, trialed, and evaluated. This cycle continues until the desired
outcomes are achieved.

As part of this process, it is important to remember that the initial implementation plan may need
to be adapted over time if the initial decisions have not been implemented or have not created
the desired outcomes. Thus, your approach to developing the plan, monitoring the outcomes,
and revising should be flexible and adaptable from the beginning. This approach allows for
continued adaptation over time, with ongoing monitoring, until the desired outcomes are
achieved and sustained.

The entire facilitation process, but specifically within the implementation phase, should embrace
a continuous quality improvement mindset. Thus, if the initial plan or facilitation strategies are
not achieving the desired outcomes, remember the importance of making small adaptations until
acceptable outcomes are achieved. For more information about PDSA cycles visit the Institute
for Healthcare Improvement (IHI) Website, available at |HI: How to Improve.

VIIl. IMPROVING INNOVATION IMPLEMENTATION

In addition to the implementation strategies discussed previously, there are many other
strategies that facilitators can apply, based on the results of site and implementation
assessments, to improve innovation implementation. Thus, the facilitator must be aware of and
able to employ these strategies throughout the implementation phase as needed. Further,
remember that all the specific strategies should be applied within the context of a supportive
interpersonal relationship. You should be able to use the implementation strategies in the
following list; however, this is not an exhaustive list. For the purposes of this manual we focus
on academic detailing, marketing, education, mentoring, linking with national or regional
resources, capitalizing on strengths, audit and feedback, process mapping, problem
identification and resolution, and building learning collaboratives or communities of practice. If
you do not have experience with these activities, you may want to seek consultation, additional
training and learning experiences for yourself, or bring in other experts to consult with the site.

Academic Detailing

Academic detailing®-1°* typically includes providing a review of the research and clinical
evidence that supports the program implementation or practice change and sharing it with key
stakeholders. It is an educational service that may better align current practices with the
scientific evidence. Academic detailing highlights gaps between the evidence base and actual
practices at the site and encourages adoption of best practices and clinical practice guidelines,
ultimately enhancing the quality of the services provided.
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Academic detailing is used to present the evidence and guidelines that support the

innovation. Typically, academic detailing involves interactions between the implementation

facilitators and frontline clinical providers at the site. To conduct academic detailing, first, you

will need to investigate site stakeholdersodo basel
practices. Essentially, you will want to underst a
understanding and perceptions of the innovation. Next, you should provide educational

information about relevant current clinical practice guidelines, the evidence base for the

innovation and/or best practices to clinicians. Some providers may already be using the best

practices that are fully aligned with clinical practice guidelines or the evidence base, while

others may not. If gaps between current practices and guidelines or evidence emerge, you

should seek to understand what beliefs the clinician has about the innovation as well as other

barriers that may be influencing less than ideal care. Provide clear behavioral objectives through

the repetition of essential educational messages and the provision of positive feedback for

improved clinical practices. Academic detailing, as part of implementation facilitation, frequently

occurs late in the pre-implementation phase or early in the implementation phase. Depending

on the project design, implementation facilitators, may be able to invite regional or national

experts to provide or support academic detailing exercises. Therefore, it may not always be the

facilitator providing the academic detailing directly.

Marketing

Many specific marketing techniques are described for the pre-implementation phase (see
Chapter 4, Section VI, page 44-45). You should continue marketing activities across all phases
of implementation. However, the specific content of marketing messages, audiences, and the
marketing strategies used will vary depending on the needs of the site at any given point in time.
The goal of marketing shifts from launching the program to improving the program and
reinforcing prior messages. Below are some descriptions of and recommendations for marketing
activities during the implementation phase:

Repeating the same message over and over again reinforces the message and should not
cause frustration. Just as the advertising industry ensures that we will hear and see a given
commercial multiple times on many channels, you may need the same tenacity in repeating

messages across an array of modalities. Providers

tend to revert to previous practice patterns without

repeated marketing of the innovation. You should Providers have a tendency to rever
continue marketing after the innovation has been fully to previouspractice patterns
implemented and well beyond. View it as one without repeated marketing of the
component of an ongoing dialogue between those Innovation.

highly invested in the innovation and additional " y

stakeholders.

During this phase, the focus of marketing techniques needs to shift. Your goal is no longer to
provide initial education about the innovation but to reinforce prior marketing efforts and provide
more complex/advanced messages as the site makes progress. During this phase, you may rely
more on informal processes, such as curbside consultation or informal conversations as part of
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team meetings (see Chapter 4, Section VI, AMar k et i £4%), basepoa the degree of
engagement and relationship with the stakeholders.

Marketing messages should include data that demonstrates implementation progress and can

thus be used to celebrate the siteds achievements
interests of stakeholders. You can use data obtained for monitoring implementation progress to

inform marketing practices. The data you collect during continuous monitoring processes should

pinpoint any changes in utilization of the innovation after a targeted marketing intervention. For

example, a marketing effort to support PCMHI implementation may consist of informing primary

care providers of a specific intervention for a specific target condition. Ideally, soon after

initiating the marketing effort, your data should show an increase in PCMHI referrals for that

specific condition.

It is important that someone, such as a local champion, continue to provide more formal
marketing, such as flyers, email blasts, or presentations, but they should also reinforce prior
messages, build on previous content, and continue to advance implementation of the
innovation.

Educating and Training Innovation Providers

As you proceed with the implementation plan, you may find that one of the implementation
barriers is actwually clinical providerso6 | ack of
needed to deliver the innovation. You will need to provide this sort of knowledge and help them

develop skills.

To ensure that innovation providers have the appropriate knowledge and skills, they need
education and training, and, depending on the complexity of the innovation, ongoing mentoring,
which will be discussed in the next sub section. There are several issues you need to consider
in relationships to ensure that providers receive the training they need:

Consider the role of the primary supervisor

Throughout the implementation facilitation process, you must maintain consistent
communication with the primary supervisor of innovation providers for multiple reasons:

f The supervisor must be aware of s peoairfdioc fgoa
specific training objectives.

f The innovation providerds supervisor is wulti
while the facilitation team members are expert consultants tasked with supporting
innovation implementation.

T Ultimately, itpregthm angethessupservisorods s
to inform and obtain approval from the primary supervisor regarding any data
monitoring and the nature and function of any contacts with staff.
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It is important that you and the primary supervisor represent a united front, which will

minimize any potential difficulties, conflicts, or confusion with front-line providers. View

yourself as an extension of the supervisor and, in ambiguous circumstances, defer to the
supervisoro6s aut hor it ydmontly contacts  meae afwrusaf hedul e
continued dialogue and provide an update on program and provider performance. In the

context of matrixed organizations (i.e., organizations in which frontline clinicians report to

more than one supervisor, such as a team lead and a discipline chief), it is important to

ensure that all supervisors support the implementation effort.

Plan who will conduct the training

If you are implementing an innovation in which you have subject matter expertise, you may
provide some education yourself. This may be especially true for programs that are focused
heavily on implementing specific clinical procedures. For example, implementation
facilitators for a program meant to increase the use of evidence-based psychotherapies may
be experts in those psychotherapies themselves. However, you may be implementing an
innovation for which you are not a subject matter expert. In that situation, you should provide
connections to subject matter experts and help arrange educational opportunities to ensure
that providers receive training to address the gaps in knowledge and skills.

Plan how the training will be provided

This education could be provided in multiple formats, perhaps including, but not limited to,
consultation with subject matter experts, online courses, webinars, or other training events.

Essential implementation facilitation tasks for training include the following:

A Ensure that all providers receive adequate training to support attainment of all
relevant competencies (i.e., clinical skills, practice management, consultation,
documentation, teamwork, and administrative skills).

A Ensure that providers have the opportunity to observe someone using the new skills.
By watching someone whose skills are more advanced, providers can learn how to
deliver the innovation with fidelity more quickly.

A After training, you or the supervisor should consider observing the new providers in
action and provide supportive and constructive feedback.

Mentoring Innovation Providers

In addition to education and training, new innovation providers will benefit from mentoring
throughout the implementation facilitation process. Mentoring is defined as a dynamic learning
partnership in which an individual with greater expertise supports, guides, coaches, and
generally helps an individual with less expertise learn a set of skills and/or develop
professionally.

Page 75



571 Implementation Facilitation Activities in the Implementation Phase

Typically, the local supervisor will have the most direct and meaningful authority and
responsibility for frontline providers. Therefore, the process of ongoing mentoring and
supervision at this level is an essential element for program effectiveness and sustainability.
The supervisor may be a local trainer, but this is not always the case. If the supervisor does not
have the expertise, time, or interest necessary to provide appropriate training, support, and
supervision, identify a local trainer. At times, you may need to serve in this role. You may
conduct ongoing training and mentoring via conference calls, video conferencing, and/or live
meetings if you are not located on site.

Itis likely that you may become either a formal or informal mentor to not only the frontline staff
delivering the innovation, but also to leaders and supervisors. Ultimately, during the
implementation phase, you will be transferring much of your knowledge to local team members
at the site and much of this process will occur through mentoring processes. It is likely that the
supervisor responsible for the innovation will come to view you as a valued mentor and
colleague.

%
Helpr\
Tips \

{Ongomg mentoring and supervision tasks to consider during the Implementation Phase:

{1 Schedule and lead local sharing collaboratsbls 8 SS { SOUA2Yy - 3 d&. dzZhf RAy 3
[ 2t 102N GABSak/ 2YY dzy-81jwihSal praiders aithehsOnioattdyS =|¢ LI 3 S:

fTaz2yAid2NI LINRPAIANYY RIFEGE FYR LINPOGARSNI LI ySt| YIyl 3¢
YR az2yAl2NRY 3 Lyy2 0| (i7a72)yProlidé béhchrivagksidinelg A 2|y ~ ¢ LI+ °
individual providers set goals for innovation implementation.

1 Review individual provider metrieaonthly. You can present data in-i#entified reports and
lead group discussion about progrdpi(see Appendix H, pages 1294 for examples of
program reports).

9 Conduct monthly, individual discussions with providers whose data consistently fall beloyv
expectations to suggest adequate utilization rates or adequate innovation implementatioh.

>

9 Develop and implement action plans for areas of identifiedatiffy.

1 Meet at least quarterly with local leadership or supervisors to ensure ongoing problem s
and collaborative communications.

9 Link with additional resources by patrticipating in select calls and related
informational/educational opportunitied they are available.

Linking with Regional or National Resources

In addition to local resources within sites, there may be additional resources that can help
support implementation of the innovation. Although these will vary by specific program content,
typically these resources bring together experts from around the country to teach staff the
concepts and skills vital to the specific program. There may also be national online forums, such
as listservs, and blogs or organizations that offer lower intensity technical assistance to support
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implementation. As a facilitator, you should be informed about the relevant resources for the
innovation that you are implementing and know when and how to help the site link in these
resources.

Capitalizing on Strengths to Motivate Change

When working with site stakeholders to help them implement changes, it is natural to notice
what they are not doing yet, or doing poorly, and point it out. However, site stakeholders can get

discouraged if the focus of implementation f \
facilitation is on challenges and failure to meet

them. It is important that, as often as possible, you Site stakeholders can get discourage:
build stakeholder confidence and motivate change if the focusis on challenges and

by focusing on what they are doing right. One failure to meet them. It is important

L : that, as often as possible, you build
rgan nal change man ment an n ' ! ' .
organizational change management and actio stakeholder confidence and motivate

o2
research approach, called appreuajuve mqylry,1 change by focusing on what they are
suggests that we should focus on discovering doing right.

organizational elements and factors that have
enabled the organization to be successful, help \ )
organizational stakeholders to envision what might be in the future, and help them build on their
strengths. The idea is that you maximize or leverage existing strengths to create change. By
affirming what is positive about the organization and what it is going well (however small), you
help to create an environment that can support innovation implementation.

Capitalizing on the existing strengths of the organization is an important construct that should be
considered throughout the implementation facilitation process. As noted elsewhere in this
manual, it is important to find the positive energy and understand the areas in which the
organization is exceling. Understanding these strengths will help you to conceptualize the
context and identify processes to which site stakeholders will be receptive.

Providing Audit and Feedback

Audit and feedback!? is a broad term used to describe the review of clinical performance data
from a specified time period that is provided to the clinical team members and then discussed
with them. Often, the review of clinical performance data is provided in a written document,
including graphs, that is discussed through a mutually respectful dialogue. Many of the activities
described in the implementation section of this manual fall within the broad category of audit
and feedback, including any routine processes established for site assessment and for
monitoring both the program overall and progress on the implementation plan.

Process or Flow Mapping

Flow or process mapping is a means to identify and create a visual representation of all the

steps in a specific process (e.g., referral from primary care to general mental

health) Essentially, the team | ooks at the process wit
steps in the process, people involved in the process, and any bottlenecks or problem

areas. There are many benefits of process mapping, including capturing and examining an
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accurate visual representation of a process, diagnosing barriers and problems that keep a
process from working effectively, ensuring that all members of a team have an accurate and
shared understanding of the process, and shifting conceptualization of problems from people to
processes. By doing the latter, you can help create a psychologically safer environment for
process improvement efforts. (See the helpful Flow Mapping Guide in Appendix I, pages 195-
210.)

Other Key Quality Improvement Processes

There are many other important and effective Quality Improvement (QI) processes. You should,
at a minimum, be familiar with these constructs and, ideally, should be able to apply these
strategies when appropriate for the specific context in which you are working. To be competent
in executing these processes, you may require additional training or certification. Many of these
processes may be being used at implementation sites for other initiatives, or have local
champions (e.g., systems redesign champions); and it may be helpful to identify and partner
with these change initiatives and leaders.

Lean Management

Lean is a process improvement method derived from the study of the principles of the

Toyota Production System. Lean is a way of thinking about how a product or service

moves through a work system in the most efficient manner possible. Lean is a strategy

that creates fAflowd through that work system b
work imbalance. Along the way, each activity or step in the work system must create

value from the perspective of the customer.

Available at: South Texas Veterans Health Care System i Lean Management Center
http://vaww.vasthcs.med.va.gov/lean/Default.htm.

Six Sigma

Six Sigma is a process-based approach to continuous improvement. It uses data and

statistical analysis to find problems that cause a process to be inconsistent. Whenever a
process doesnét work as well ogan ccaumSixiSgmae nt | y a
is a rigorous and disciplined process that focuses on meeting customer needs. Six

Sigma methods follow five phases in the following order:

1) Define the project/problem

2) Measure the factors aligned with the process
3) Analyze the process to find root causes

4) Improve the process by testing solutions

5) Control the process after evaluating the improvements
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More information available at the South Texas Veterans Health Care System i Lean
Management Center: _http://vasthcs.med.va.gov/lean/fag.htm.

Spaghetti Diagrams

A spaghetti diagram is a visual representation using a continuous flow line tracing the
path of an item or activity through a process. The continuous flow line enables process
teams to identify redundancies in the workflow and opportunities to expedite process
flow. See Appendix A-2. Glossary of Terms, page 142, for an example.

In addition to the implementation activities described above, other techniques may be employed
throughout the implementation process. These include, but are not limited to:

1 Identifying and engaging stakeholders at all organizational levels
9 Identifying problems and resolving them

1 Providing assistance with technical issues

9 Developing information exchange networks

9 Training staff members

1 Providing patient education

1 Engaging in formative evaluation

9 Engaging opinion leaders and clinical champions

1 Fostering role modeling

IX. PROBLEM IDENTIFICATION AND RESOLUTION

During the implementation phase, there will be bumps along the way. It would be unrealistic to
expect an entirely smooth process. Remember that this is difficult work, and you should expect
challenges. As a facilitator, your role includes helping site stakeholders recognize when there is
a problem, identify and concretely define the problem, and work to collaboratively identify
potential solutions until an effective resolution can be achieved. Implementation facilitation
activities you will need to conduct include:

1 Identifying barriers, obstacles or gaps in resources. These barriers may negatively
impact innovation implementation throughout the process and require involving key
stakeholders in brainstorming solutions. Your perspective or view from a distance will be
useful to those within the organization. For example, resources may be reallocated or
reorganized (as feasible) in a manner that changes availability and eliminates the gap.
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9 Guiding, teaching, coaching, encouraging, and problem-solving. Local champions and
key stakeholders must take responsibility for program design and the resulting activities,
efforts, and outcomes. It is not unusual for participants to start the process with
enthusiasm but over time express skepticism or outright negativity. Anticipate these
reactions as a normal part of the process. Also, tell stakeholders that challenges are
likely to occur; they should expect them. Remain positive, listen to concerns, and
suggest possible solutions. Encourage and recognize positive actions of stakeholders.
Remain available for consultation when difficulties arise and stay in regular contact with
key stakeholders.

9 Once you and the local implementation team have collaboratively identified potential
solutions, consider engaging in a specific PDSA cycle, described above. In this scenario,
the planning team would select one potential solution to the specific problem that the
group thinks has a high likelihood of success, implement the solution as a small scale
trial, and then evaluate the outcomes. The process should be continued with small
adaptations until a successful solution has been identified with consensus across
stakeholders.

X. BUILDING LEARNING COLLABORATIVES/COMMUNITIES OF
PRACTICE

Purpose of Learning Collaboratives

Learning collaboratives give stakeholders the opportunity to share what they have learned with

others in a manner that promotes an understanding t hat fAwe | earn from each
each other progress. o Learning collaboratives are
teaching in that they pr-omowrd |l eapali ng. t Wnoulygdt thd
overcoming an obstacle than someone who just did it? When facilitators build learning

collaboratives, they can help promote, highlight, and reward successful QIl. The purpose of a

learning collaborative is to support sustainability, encourage ownership, underscore progress,

spread innovative problem-solving, and provide emotional support.

Once this process of shared learning begins, you can create momentum for implementation that
will be self-rewarding and ongoing and produce an atmosphere of willingness to continue trying
new things. Being able to share missteps and ineffective endeavors is all part of the process
and promotes a powerful opportunity for learning. A learning collaborative can help stakeholders
share strategies for success, best practices, and suggestions to help each other.

Types of Learning Collaboratives

A number of formats foster both learning and collaboration. For example, you can schedule
conference calls on a regular basis (e.g., monthly or quarterly). You can form large email groups
to send out information or request input from all involved or establish websites, annual video
conferences, or large learning collaborative conferences (whether virtual or in-person). Be sure
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to identify and highlight successful programs and persuade stakeholders to share
implementation lessons and best practices with each other.

Often, these contactscanr esul t i n stakeholders visiting
may share process information, templates, and resources. They build trusting relationships with
each other and feel comfortable bouncing questions off each other. Even those who are new to
the process often have good ideas to share.

Case Example

In a recent PCMHI program, one clinic was further along in implementation than

others. This clinic often hosted others who were interested in learning from them.
Clinicians visited for the day, shadowed the host, and learned how things worked.
Both the host and the visiting stakeholders learned from each other.

Xl. CORE ACTIVITIES ACROSS THE IMPLEMENTATION PHASE

Because, by definition, facilitation is a flexible approach that bundles a set of implementation
techniques, the above techniques are not an exhaustive list of those that might be used in an
implementation facilitation initiative. For example, over 70 potential implementation strategies
have been identified and defined.>’

Further, while all of these strategies are important, in a recent study*! the activities listed below
were identified by facilitation subject matter experts as core activities for monitoring fidelity to
implementation facilitation as part of the implementation phase (see Appendix L-1, pages 222-
224, for definitions for each of the below core facilitation activities). You will note that much of
the material above is focused on helping to ensure that each of these core activities are pursued
during the implementation phase. For example, Section Il in this chapter discusses activities of
facilitators in implementation meetings with sites to provide support, provide regular updates
and feedback, and manage group/team processes; Section VI focuses on assessing and
conducting ongoing monitoring of innovation implementation; and Section IX focuses on
facilitation activities to assist sites in problem-solving.

1 Providing support

9 Adapting program to local context without compromising fidelity
1 Conduct ongoing monitoring of program implementation

1 Providing updates and feedback

1 Problem-solving
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9 Fostering organizational change: structural
1 Managing group/team processes
I Administrative tasks

Additional details about tools for monitoring fidelity to the implementation facilitation process can
be found in chapter 9, pages 112-113.

Regardless of the specific strategies that are being used, it is important that they are selected
for a specific reason, and the decision to apply a specific activity is based on thoughtful
consideration of multiple strategies, and then purposefully matching the activity to the barrier or
obstacle that is being addressed. The process further highlights the need for continuous
monitoring. If the expected outcomes are not being achieved, the facilitator should reconsider
potential implementation activities and select additional activities to apply.

e

In summary, the implementation phase is an active phase that moves the innovation into active
practice. The goals and activities that facilitators engage in build on the tasks completed in pre-
implementation and prepare the site for sustainability. The implementation phase often begins
after the local implementation planning guide is developed and marks the actual work of
implementation. It involves monitoring and ensuring that the steps of the implementation plan
are completed and that the components are implemented with fidelity. During this phase,
relationships deepen as facilitators work more closely with the sites and trust is fully established.
Facilitators engage in multiple implementation support strategies, based on the needs of the
site. Typically, the implementation phase transitions into sustainability once the innovation has
fully been implemented with fidelity, all steps in the planning guide complete, and the site is
achieving (or making progress towards) the outcomes they expected.
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CHAPTER 6
IMPLEMENTATION FACILITATION ACTIVITIES TO SUPPORT
SUSTAINMENT OF THE INNOVATION

ADond6t Leave Your Change to Cha-drug€aalitibnaafe Shavel
America (CADCA))

Sustaining the successful implementation of an innovation may be harder than the
implementation effort itself. Change that is not sustained wastes precious resources, limits
credibility to mobilize change in the future, and diminishes efforts to serve those in need. We
use the term sustainment to refer to the continuation of innovations and the delivery of their
intended benefits over an extended period of time.'%* The indicators!® that innovations are
sustained include:

1 Maintenance or the ability to continuously deliver the benefits achieved when the
innovation was first implemented

1 Institutionalization or the integration of the innovation within the organizational culture
through policy and practice

9 Capacity building activities or activities that build the infrastructure and long-term
resources that will support the continued delivery of the innovation

Sustainment is a dynamic process, changing over time. It is important to realize that
sustainment goes beyond maintaining the changes accomplished during the implementation
phase to include adapting the innovation to situations in your specific setting that change over
time.1% The investment in the implementation of an innovation can only be successful if it is
sustained to serve the needs of patients well past the implementation phase.

Sustainability has evolved from being considered as the endgame of a translational
research process to a suggested O6adaptation ph
interventions within local organizational and cultural contexts.%’

While the sustainment phase of implementation facilitation focuses on activities and strategies
to ensure that the innovation persists over time, many of the activities you perform during the
pre-implementation phase and throughout the implementation phase prepares the site to
sustain the innovation. There are additional activities you can perform toward the end of the
implementation phase to prepare the site for the sustainment phase. Because the type and
duration of implementation facilitation efforts are widely variable, the work of some facilitators
(e.g., external facilitators) may end during the implementation phase while other
facilitators (e.g., internal facilitators) may continue to support site stakeholders during
the sustainment phase. For example, some facilitation efforts may be limited to a specific
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amount of time or a specific amount of funding. In those situations, the facilitator may need to
finalize interactions with the site prior to the sustainment phase.

This chapter is intended to provide information and practical tools to guide your efforts to help
site personnel prepare for and support sustainment of the innovation. First, we explore how you
can empower site personnel to sustain the innovation through previously described activities
during the pre-implementation and implementation phases. Next, we describe additional
implementation facilitation activities you can conduct toward the end of the implementation
phase that focus specifically on preparing site stakeholders for their role in sustaining the
innovation. Finally, for those facilitators who will continue to support stakeholders during the
sustainment phase, we provide some suggestions for your role during that phase.

I. PRE-IMPLEMENTATION AND IMPLEMENTATION PHASE
SUSTAINABILITY PLANNING

Assessing Site Factors that May Impact Sustainability

We know that a number of factors, internal and external to a site, can impact sustainability, 108100
including:

1 Relevance of the innovation to address a need and fit of the innovation with
organizational and professional missions, strategies, and procedures

9 Leadership factors such as presence and influence of a champion and
involvement/actions of leadership/management

1 Organizational and resource factors such as the relationships among stakeholders,
project management structures, resources, and systems to support the innovation

9 Staff training and education related to the innovation

1 Monitoring and evaluation of outcome data associated with implementation activities,
including the sharing of activities and outcomes with stakeholders and leadership

During the pre-implementation phase, discuss these factors and ask the implementation team to
consider what would be required for the site for sustainability in the pre-implementation phase.

There are also systematic surveys that outline the factors associated with sustainment. These

include the National Health Service Sustainability Index (SI) and the Program Sustainability

Assessment Tool (PSAT) which may be used to measure presence or absence of those factors

affecting sustainability, based on staff reporting (See Appendices J-2, pages 212-215, and J-3,

page 216).1%° The Sustainability Index measures ten factors across organization, staff, and

process dimensions that affect the likelihood of sustainment. It has been used in VA to assess

variability in sustainability of a national mental health system redesign initiative 1*°. The PSAT

authors propose using theirtoolt o pri ori ti ze sustainability action
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address the internal and external challenges and pressures associated with sustaining a
pr o g r*aTheédomains of the PSAT are described in Table 3.

Table 3. Program Sustainability Framework Domains and Definitions;! (www.sustaintool.org)

Domain Definition

Political Support (now called Having a supportive internal and external climate for

Environmental Support) your program

Funding Stability Establishing a consistent financial base for your
program

Partnerships Cultivating connections between your program and its

stakeholders

Organizational Capacity Having the internal support and resources needed to
effectively manage your program

Program Evaluation Assessing your program to inform planning and
document results

Program Adaptation Taking actions that adapt your program to ensure its
ongoing effectiveness

Communications Strategic communication with stakeholders and the
public about your program

Strategic Planning Using processes that gui
goals, and strategies

Consider using one of these tools to help site stakeholders assess areas that matter specifically

to their site. If you decide to systematically survey staff involved in the implementation, you can

gain insight on the sitebds sustainability capacit
their efforts.

Empowering Staff to Sustain the Innovation

Activities become routine when they reflect the collective values and beliefs of staff that
implement them.1% Using knowledge about the factors that may impact sustainability, the
following are examples of implementation facilitation activities that will empower staff and
support sustainability of the innovation:
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1 Ensure that the innovation is integrated into existing clinical programs and services. An
innovation that has been integrated with other existing services and processes is more
likely to be sustained. For example, in implementing team-based general mental health
care, it is important to incorporate transitions to and from primary care clinics.

1 Establish a system for ongoing training of stakeholders, including new providers/staff, as
well as boosters for staff already participating. Training should not just focus on the
innovation itself but also include time for engaging staff, obtaining their buy-in, and
reducing resistance to change through empowerment while communicating how the
innovation may benefit patients, staff, and the organization as a whole.

1 Plan to engage clinical and senior leadership throughout all phases, using
communications about ways the innovation is aligned with agency mission and culture
and what resources will support the changes over time.

9 Establish an infrastructure for sustainability.

%
Helpful

Tips \ \

How to establish infrastructoe for sustainability:

9 Create an ongoing monitoring system that documents adherence to the
innovation;

9 Develop policies and standard operating procedy&3Psbhat support
the innovation;

9 Foster ongoing systems improvements to ensureittiegration of the
innovation into care processes; and

1 Create a mechanism through which adherence may be incorporated injo

k performance plans, incentives or rewards.

1 Ensure that the staff members feel empowered to continue the process once the active
phase of implementation facilitation has ended. Throughout the implementation phase,
ensure that they are involved in every decision, feel a sense of ownership, and have the
skills to engage in ongoing monitoring processes without your routine assistance.
Essentially, prepare the site to no longer need you. As the implementation process
comes to a close, your role should become less active. When problems arise, rather
than jumping in immediately, you should wait to see if they can problem-solve and
identify solutions without your input.
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Il. PREPARING A SUSTAINABILITY ACTION PLAN (SAP) DURING THE
IMPLEMENTATION PHASE

Helping your implementation team create a Sustainability Action Plan (SAP) can go a long

way in leaving your site with the confidence and structure to sustain the innovation, especially if

you will not be present during the sustainment phase.'? To develop the SAP, you will need to

help the team identify goals for sustaining the i
team decide and list the activities the site will perform to ensure that the changes stay in place

and prevent slippage back to the old way of doing things. Also, make sure that the SAP

includes:

1 The identified leader(s) for each activity
1 The frequency with which the activity will be conducted
9 The criteria for monitoring/measuring the activity

1 The resources needed to complete each activity (with weblinks embedded in the plan
document for easy access

A SAP can supplement the Implementation Planning Guide created in the pre-implementation

phase. In essence, the sustainment phase concentrates on continuing the elements of the

i mpl ement ation plan necessary to sustain change a
t hi n g s Thha 8AP enayde reviewed at your last meeting with the implementation team and

shared with site leadership to further ensure it gets institutionalized. Consider also including a

patient or community representative in developing a SAP. You should consider writing your

SAP using SMART goals (Specific, Measurable, Attainable, Relevant, Time bound).'*

Questions to Consider When Drafting Goals

Below are suggested questions to consider when drafting your goals; a sample SAP with draft
goals is provided in Appendix J-1, page 211.

How will you assess if the innovation is reaching the intended patient population?

Collaborate with the site to collect data to understand if the patients receiving or being
offered the innovation are actually the ones in highest need of the innovation. In other
words, is the innovation equitably reaching all patient populations? Who is not reached
by the innovation? Determine which patient subgroups have highest rates or burden of
the health problem, and who has less access, use of, or worse outcomes of the
innovation being implemented. Patient subgroups might be defined by certain social
dimensions (e.g., race, income, rural residence) or social determinants of health (e.g.,
food insecurity). Asking these questions highlights any disparities in who is reached by
the innovation and can naturally lead to sites figuring out how they can better reach
those who are not receiving the innovation (especially patients who experience
disparities related to social dimensions and social determinants of health).
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How will you assess whether the innovation is continuing to deliver benefits to patients?

Work with your site to determine what outcomes will show benefits to patients resulting
from the innovation and consider how these may be measured. Consider again whether
there are disparities or inequities in outcomes for some patient subgroups, such as
people of color or women. Are there unique challenges for some patients to access the
innovation? How could the site adapt to overcome those unique challenges?

How will you assess whether the components of the original innovation continue?

This question is related to the ongoing assessment of fidelity to the innovation. How do
you assess whether the core components are continued? Is there an ongoing monitoring
system that documents adherence to the innovation? How will you assess the
integration of the innovation into routine processes? Your SAP can establish a system
for ongoing training of new providers/staff as well as boosters for staff already
participating on skills and knowledge related to the innovation.

What is your plan to ensure that partnerships among stakeholders are maintained to
continue to deliver the innovation?

Engaging with stakeholders and integrating their feedback and recommendations into
the SAP is vital in planning for sustainability. Help the site establish a mechanism
through which subsequent communications can occur with leadership, other relevant
clinical services, and patient or community groups. Although the formal facilitation
process may be completed, it is important that stakeholders and champions continue to
communicate with each other. Your SAP can include an activity for your site to continue
to engage clinical and senior leadership including language about how the innovation is
aligned with agency mission and culture and what resources will support the changes
over time.

How will you ensure that new practices, procedures, and policies (infrastructure)
established during the implementation are maintained?

Help your site assess what clinical and oversight processes assure continuation. In
some cases, having staff conduct a periodic program assessment like that used in the
pre-implementation phase can help them assess what aspects of the innovation are still
in place. Help the site ensure that the SAP includes consideration of the need for
additional organizational and/or operational structures to hold what has been gained in
the future.

How will you ensure that the innovation continues

In preparing the SAP, work with your site to determine who will be responsible for

keeping maintenance of the innovation on stake
aspects of the innovation are not continuing? Have you identified any barriers to

sustaining the innovation? Help them establish a way to check in about whether the
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innovation continues to fit withlfgatieetand si t eds
community stakeholders were involved in pre-implementation and implementation

phases, they may also offer accountability to evolving sustainment, perhaps through

their ongoing presence in the implementation effort or organized community events.

Is there a mechanism through which adherence may be incorporated into performance
plans, incentives, or rewards? One strategy that has worked well with some VA
implementation initiatives is to connect your site with other VA sites who have
implemented similar innovations after the facilitation phase is over. This provides an
ongoing way of comparing notes, sharing best practices, and discussing strategies for
barriers with others working on a similar endeavor.

When Monitoring Reveals the Need for Adjustments: Tools for Getting Back on
Track

When developing the SAP with your site, it is also important to help them plan for what they will
do if adjustments need to be made to sustain the innovation that they implemented. At some
point, there will likely be a need to intervene to assure it continues to result in a high quality and
equitable intervention. This is the time to review the process improvement and/or systems
redesign tools you may have employed during the implementation phase. You can train change
agents (e.g., local champion or internal facilitator) who will be there after your facilitation role
has ended to use quality improvement and systems redesign tools. (See Chapter 5, pages 59-
82). You may need to connect local change agents to subject matter experts internal to their
organization as other individuals they may go to for expertise or advice, perhaps on topics
related to equity, social determinants of health, or quality improvement.

Additional Resources

I n addition to resources mentioned in fAAssessing
are some websites that contain information that may be helpful for sustainability work:

1 The Georgia Health Policy Center Sustainability Framework includes fundamental
characteristics and capacities associated with long-term viability and lasting community
impact based on extensive field testing. See http://ghpc.gsu.edu/sustainability-
framework

1 The 2016 Community Tool Box created at Kansas University includes 18 sections on
planning for sustainability in communities. This comprehensive set of resources and
tools focuses extensively on different tactics for financial sustainability, as well as case
examples in diverse settings. See hitps://ctb.ku.edu/en/sustaining-work-or-initiative.

9 Evidence Based Sustainment Strategies: a systematic review of evidence supporting
sustainment strategies for public health innovations and facilitating and hindering factors
of sustainment, such as funding and/or contracting for continued services, alignment of
agency priorities and the innovation, monitoring effectiveness, etc.'*®
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lll. IMPLEMENTATION FACILITATION ACTIVITIES DURING THE
SUSTAINMENT PHASE

In some implementation facilitation initiatives, the facilitator is present during the sustainment
phase. This is likely to be the case when the facilitator is internal to the setting in which the
innovation is being implemented. In some circumstances, an external facilitator may continue to
provide support during this phase, for example, when the innovation was implemented relatively
quickly, allowing continued facilitator involvement over time. Whether you are internal or
external to the setting, once the site has achieved its implementation goals, your role will soon
begin to shift. As noted previously, much of the work to ensure sustainability occurs during the
pre-implementation and implementation phases. In addition to creating the SAP during the
implementation phase, there are some specific activities implementation facilitators should
engage in during the sustainment phase, if you remain involved with the site during this phase.

1 Although you remain present in the organization, you will have a much less active role;
the bulk of your work has been completed. It is important that you recognize this shift
while it is occurring and allow it to happen naturally. You may need to consciously
decrease your involvement and presence, allowing other team members to step up. You
have been seen as the expert and now you may need to ensure that others do not
automatically turn to you when they could potentially successfully continue the process
without you.

1 You may need to purposefully decrease your presence in specific clinic areas if there is
the potential for others to rely too heavily on your expertise.

9 Itis critical that you remain engaged with key stakeholders, although from a further
distance. You should continue to be available whenever you are needed, especially
early in the sustainmentphase. You want to be sure stakehol
Much like parenting, you will need to find the delicate balance between stepping back
and allowing others to continue the process while still being available to provide support
as needed.

1 As you exit the clinical setting, establish a mechanism through which subsequent
communications can occur with leadership, site level program champions, and patient or
community stakeholders.

1 Routine calls should decrease in frequency and then only occur as needed, per the
request of a stakeholder. The focus of these calls should be on consultation and ongoing
mentorship.

1 When challenges emerge, hold back from initially solving them even though you may be
quickly able to do so. This will allow others to proceed as if you were no longer available
as a facilitator.
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1 When you do jump in, encourage activities (such as reviewing the sustainability action
plan) that support team members in identifying solutions on their own.

1 Encourage review of already developed SOPs to reinforce the institutionalization of the
innovation.

1 Encourage team members to continue to track data and monitor the program. This
should no longer be part of your routine activities, but you should encourage other
stakeholders, and those providing the innovation, to continue these activities. How do
outcome monitoring, performance monitoring, and/or quality measurement systems
inform how things may be changing over time?

1 Likewise, teach them to pay attention to changes in the environment that may affect the
effectiveness of the innovation: (1) are there organizational or societal changes
happening; (2) changes in providerso |level of
changes in patient populations and patient need
pul sed on some of these more sensitive matters
feedback from important patient subgroups (e.g., community groups, or patient
representatives from a population in high need of the innovation).

1 Encourage the team to continue to present data and progress demonstrating
sustainability to leadership through ongoing reports. Again, you should not be creating or
presenting this information. Your role has shifted to a coach or mentor providing
consultative support as needed.

1 Celebrate and reinforce continued progress.

1 Encourage the team to refer to the SAP periodically and to update it annually or as
needed.

1 Finally, ensure that team members are aware of your continued availability for
consultation. Provide information to them about your availability and preferences for
future discussions. Occasionally checking in with the site to see if they have
encountered any changes in the innovation is one way that you can communicate your
continued availability if the need arises.

As a facilitator, seeing the fruits of your efforts implemented and maintained in routine practice
is extremely rewarding. All activities across pre-implementation and implementation are
ultimately working towards this goal.

IV.CORE ACTIVITIES DURING THE SUSTAINMENT PHASE

While all of the activities described above to support sustainability are important, the following
below activities were identified by facilitation subject matter experts as core activities for
monitoring fidelity to implementation facilitation as part of the sustainment phase*! (see Chapter
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9 for information on IF fidelity monitoring and Appendix L-1, pages 221 for definitions for each of
the below core facilitation activities). You will note that much of the material above is focused on
ensuring that each of these core activities are pursued during the sustainment phase. For
example, Section Il in this chapter discusses activities of facilitators to continue providing
support when needed (though at a lower level of intensity) and, over time, pulling back and
letting sites take the lead in carrying forward the implementation process.

9 Pulling back and letting sites take lead
1 Conduct ongoing monitoring of program implementation
1 Providing updates & feedback

1 Providing support

m'

The facilitatorés efforts to ensure innovation su
phase of implementation. During the pre-implementation and implementation phases, facilitators

can help stakeholders assess factors that might impact sustainability, empower them to

establish processes and systems that will support sustainability, and prepare a formal action

plan for the sustainability phase. Although the work of some facilitators ends with the

implementation phase, those who are available during the sustainment phase will have a less

active role than during the previous phases but can continue to support stakeholder efforts to

sustain the innovation.
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CHAPTER 7
VIRTUAL IMPLEMENTATION FACILITATION

Although implementation facilitation efforts generally include a mix of in-person and virtual
interactions, reductions in spending for travel and advancements in technology infrastructure
have resulted in implementation facilitation initiatives with limited or no opportunities for
facilitators to travel to sites implementing innovations. In some cases, natural disasters or
pandemics i like COVID-19 7 may require the majority of interactions to occur virtually. Thus,
facilitators have needed to provide implementation facilitation entirely, or almost entirely,
through virtual modalities, including but not limited to phone, instant messaging, video
conferencing, and more complex web-based communication systems (e.g., Microsoft Teams,
WebEXx, Adobe Connect). These developments have spawned questions about what it takes to
conduct successful implementation facilitation with minimal or no in-person interaction with the
site implementing the innovation. Although there is ample evidence that virtual learning may be
as effective as in-person learning, few studies have described virtual facilitation methods. Thus,
the contents of this chapter were developed by field-based facilitators who convened to identify
advantages, challenges, concerns, best practices, and recommendations for conducting
implementation facilitation virtually.

I. DEFINITION OF VIRTUAL IMPLEMENTATION FACILITATION

Virtual Implementation Facilitation may be defined as implementation facilitation conducted with
limited or no in-person contact between the facilitator and the site implementing the innovation,
although the proportion of virtual to in-person interactions can exist across a continuum. For
example, some implementation facilitation initiatives may be fully virtual, while others may
include both in-person and remote interactions (e.g., an initial in-person site visit, combined with
the subsequent facilitation components provided virtually). Virtual implementation facilitation
may be provided through a variety of technological platforms, ranging from basic remote
technologies such as individual or group telephone calls and video teleconferencing, to more
advanced technologies that allow for combined audio, video, and viewing/creation of shared
documents (e.g., Microsoft Teams, WebEXx, or Adobe Connect).

Il. POTENTIAL ADVANTAGES AND DISADVANTAGES OF VIRTUAL
FACILITATION

As with any innovation, we can anticipate both advantages and disadvantages to using only
virtual implementation facilitation. Advantages include decreased cost associated with travel,
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and increased flexibility for scheduling which in turn allows for additional stakeholder
participation while minimizing clinic disruption. Virtual facilitation may also allow for greater
access to facilitator time. Virtual facilitation has the potential for more timely initiation of
implementation facilitation, as travel approval and planning can result in delays. Combined,
these factors may allow some facilities to participate and receive implementation facilitation that
may have been unable to do so otherwise.

Despite potential advantages, there are also some potential disadvantages to using only virtual
implementation facilitation. For example, virtual facilitation is not a panacea for addressing cost
concerns, as outcomes may not be equivalent to in-person processes. However, this remains
largely unknown. Additionally, some facilitators are concerned that use of virtual interactions
alone may impair their ability to engage stakeholders and establish trust and rapport. While
relationship building is certainly possible via virtual or remote modalities, it may take longer.
Furthermore, important nuances of communication (i.e., nonverbal cues) may be lost when
conducted over non-visual virtual modalities.

It is also important to recognize and be aware of the challenges related to using technology.
Stakeholders may not have access to relevant hardware (e.g., cameras, high-quality
microphones) or software (e.g., the correct versions of virtual platforms). In some cases, the
gains of using advanced technology for facilitation may be outweighed by poor video or audio
connectivity, periodic network slowdowns, and other disruptions. These technological issues
may be exacerbated in certain settings (such as VA) with strict electronic security systems or

network firewalls.

Although not specific to implementation facilitation, additional advantages and disadvantages of

working in virtual teams are documentedinthe A VA Vi rt ual

VA National Center for Organization Development.'®

Table 4: Advantages and Disadvantages of Working in Virtual Teams*

Advantages

Disadvantages

Administration

More flexible scheduling for
team members.

Difficulty scheduling when
crossing multiple time zones.

Interpersonal Connections

Improves likelihood of
attendance, expands pool of
likely participants.

Networking and interpersonal
contact may be stifled.

Engagement

Allows off-line work to
continue.

Participants may become
inattentive or absent without
in-person proximity.

Cost-effectiveness

Reduced cost and low-carbon
footprint for meetings.

Requires technological
capital.

Documentation

Facilitates tracking and
archiving of work activities.

Risk of over-monitoring or a
culture of surveillance.

*Adaptedf r om t he

AVA Virtoa7'%Teams

Handbook
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77 Virtual Implementation Facilitation

lll. BEST PRACTICES AND RECOMMENDATIONS

The following are recommendations for enhancing the success of virtual implementation
facilitation and overcoming the disadvantages listed above.

Using Technology

Use video-based technology whenever feasible

Include some form of video-based conferen
frequently as possible. Platforms with video
participantstoreadoneanot her 6s
text-based systems.

cing technology early in the process and as
capability are invaluable because they allow
n oag apeosed @ phore oaferencing or

However, if you find yourself providing virtual implementation facilitation and either you

or the site do not have the capabilities/funct
following recommendations:

1 Ask for picturesandconsi der
used during introductions
9 During early meetings ask everyone

ionality to use video technology, consider the

creating a Power Point

to include a picture, as part of their user

icon/profile associated with the platform being used

Technology, technology, technology

Ensure that technology support is available

and present during important virtual

meetings.''’ For example, you might require that in order to receive virtual facilitation,

the site must identify an IT contact who will

be able to assist throughout the facilitation

efforts, with the specific expectation that IT will be present during important virtual

meetings to provide support. Establish
a back-up plan in case video
technology fails.!*® Creating a

He\pf\]\

%

Tips

checklist of all items needed to -
prepare for the virtual visit may be
particularly helpful. Please see
Appendix K-2, page 220, for an
example provideda b
Mental Health Operations that was
used as a checklist prior to conducting
virtual site visits.

y-

Although many recent advancements
have been made within VA regarding
approval, use, and implementation of
sophisticated virtual capabilities, do

chll phone) taeach support personnel in ca

| x
Establish standard conferencing phone lines gs a

backup in case more sophisticated technology
fails and be prepared to quickly switch to that
format if needed

Teat allsequpmentijardeonnections before
meetings and schedule practice sessions with
staff towork out any problems in advance
Establish someone (e.g., an IT person with video
teleconferencing experience) to be present to
begin each session to ensure equipment is
turned on and working

Always have an emergency contact number (6

(4

equipment stops working

Page 95

Wi

t



71 Virtual Implementation Facilitation

not automatically assume that most stakeholders at any given location are familiar with
or know how to use these platforms. Do not overestimate their technical savvy. This has
been a common mistake made by facilitators resulting in delays within virtual meetings
which has slowed down the overall implementation process. Make sure to discuss
proposed platforms in advance of sessions to confirm that attendees are familiar with
and comfortable navigating the selected technology; if they have not used a platform
before, encourage attendees to try loading the platform and schedule a practice session
prior to your scheduled meeting.

The virtual site visit tour

Facilitators may wonder how they can replicate the tour of clinical space that often
occurs as part of the site visit through a virtual platform. Consider requesting an
interactive virtual tour. As part of this, request to see floorplans and maps while having
the site describe the space to you. Ask what it looks like. Is it newly renovated? What
kind of furnishings are present? Some locations have obtained approval and sent
facilitators either pictures or videos of the space. One program was able to have a
guided virtual tour from a phone camera. Consider creative solutions and allow the
technology to support and enhance rather than hinder this process.

Security and Confidentiality

It is also important to ensure that the platform you are using is approved by your healthcare
system and meets all security and confidentiality requirements, especially if you are part of an
initiative that requires review and use of protected information.

Practice

Practice using the technology and test the equipment

We have found that it is critical to practice, especially when using video or other complex

interactive technology. We recommend scheduling a brief practice session with those at

the site youbre working with the day prior to
technology routinely and believe that the team at the site has strong technological skills,

it is important to test the equipment, connections, and bandwidth prior to the meetings.

Be prepared that technology may fail and have plan B ready

Even with the best planned efforts and despite multiple practice sessions, be prepared
that things may not work according to plan. For example, consider scenarios of power
failures, server failures, failures within the selected platform (e.g., national VA outages
for unknown reasons) and be prepared to adjust accordingly in real time. Facilitators
have experienced all of these situations. Thus, it is important to have back-up
communication and file sharing processes pre-established. For example, consider either
having hard copies of materials available or sending materials to all participants via e-
mail prior to the meeting. It can also be helpful to have a built in back-up meeting
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platform. For example, if you are using video-conferencing, also set up a phone line as a
back-up.

Building Relationships

Allow & schedule time for informal interactions

Build in time for informal interactions and strategically set aside time for relationship

building. This may be most important early in the process as relationships are forming

and trust is being built. As part of this process, plan and engage in activities that help the

team members to get to know each other better. While this is important for all

implementation facilitation initiatives, it is especially crucial for virtual facilitation because

participants will otherwise have limited opportunities to build relationships that might

occur in the context of co-located frequent in-person meetings.'® Examples of activities

for team building that may be applied in virtual formats may be found in the Virtual

Teams Handbook developed by VAG6s National Cent
available at http://vaww.va.qov/NCOD/docs/virtualteamshandbook.PDF.

Plan for increased time

Allow for increased time to complete tasks in addition to the time that would be
necessary during in-person interactions. When operating in a virtual format, it is
important to adjust your agenda to allow additional time. For example, you may need to
decrease the number of agenda items for each meeting to ensure that each item is
adequately covered. Without being able to rely on non-verbal forms of communication, it
may take longer to check in with each participant and to establish consensus. There may
be delays resulting from technology connections, and it takes time to establish rapport
and build trust. Consider using technology to actively rather than passively engage
participants. For example, you might have them respond to poll questions, or ask them
to post comments and questions in the chat box.

Pay attention to time zone differences

When scheduling meetings on remote platforms, pay attention to time zone differences
and use scheduling options that are within normal business hours for all participants.
This may be challenging when working across multiple time zones and may limit the
number of available options. However, even highly invested stakeholders may be
reluctant to engage in a process that requires meetings when they are typically away
from work.

Establish frequent contact early

Building relationships via virtual modalities may require an increase in the number or
frequency of contacts over the typical time period.'*® More specifically, the facilitator may
want to establish routine calls during the pre-implementation phase, rather than waiting
for the implementation phase. The facilitator may also want to establish a pattern of
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regularly calling individual key stakeholders during the pre-implementation phase, or as
soon as the site has expressed interest in participating in implementation facilitation.

Enhance efforts to engage leadership

Leadership engagement is an essential feature of any implementation facilitation
initiative. However, as with any relationship, efforts to enhance leadership engagement
may be more challenging when done remotely and will need additional attention. It may
be more important to reach out to leadership for individual phone calls, even if brief, to
build your relationship. Specifically ask leadership to share their vision and how it relates
to their facility, both to you individually as well as within larger group meetings. Often,
one of the primary tasks of an initial site visit is to engage leadership and time is spent
meeting with them both informally and formally. Although challenging, you may need to
supplement activities with additional contacts to ensure that these functions are
achieved through remote communication. More specifically, consider having fewer
formal meetings with leadership, but increasing the frequency of routine, informal

interactions, such as a quick good news wupdate
These informal interactions can continue to enhance engagement with leadership while
minimizing time demands.| n addi ti on to using instant messa

some initiatives have been successful texting, but only after ensuring that all participants
either have business cell phones or are comfortable using personal cell phones for those
purposes.

Attend to levels of investment and competing priorities

Carefully attend to different levels of investment at each site and take the time to build
relationships, especially with key stakeholders.'? It is imperative to understand that
facility staff ALWAYS have competing priorities, and they may especially give the pre-
implementation process a lower priority.'?! Therefore, be sensitive to their needs and be
cognizant of the appropriate timing to take action.?> When proceeding in a virtual format,
it is possible that these competing priorities may not be as obvious as they would be to a
facilitator at the site, or they may not be identified as early in the process as would be
ideal. The facilitator will need to take active steps to be sure they are aware of other
potentially competing demands. Throughout the process, the facilitators should
informally and formally ask the site about other local initiatives and site-specific
concerns, while being aware of other national issues that may be high priority.

Conducting Virtual Meetings

Ask about preferred platform
It is important to ask the site about which platforms they are most comfortable with and
accustomed to using. It is recommended that you gather this information early,

potentially during one of your first contacts with either the local champion, internal
facilitator, or leadership. If there is a platform that they are used to using, we recommend
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that you proceed using this platform, rather than asking them to learn a new platform
while also taking on the implementation of a new innovation.

Solicit input frequently

Be sure to verbally check-in with all team members during meetings, especially if they
are being quiet, and provide opportunities for all team members to give input.'*’ This
may require additional process and content check-ins with the team.

Have a plan for back-channel communication

Some facilitators found that checking in with leadership and key stakeholders informally
improved processes.'?® For example, during a virtual meeting, sending an instant
message or text to a key player can help improve the process and allow you to better
understand the energy in the room that you may not be able to pick up on over the
virtual connection. Consider asking how they think the meeting is going or asking if they
have any concerns that have not been addressed.

Establish rules for virtual meetings early

It will be important to take the time to explicitly discuss the rules of conduct and
process!!’ for interaction during virtual meetings and ideally these should be established
and discussed in advance of the meeting. For example, how will interruptions be
handled? How will the group manage situations where multiple people are talking at
once? In the absence of visual cues, it may be difficult to know when somebody wants to
speak. This can further be complicated by technological delays experienced in some of
the web-based platforms. How will you ensure that less assertive individuals have the
opportunity to speak? It is important to be aware of these challenges and develop a
specific plan to address them. Some suggestions are provided in the Virtual Teams
Handbook dev e INatppraldCenbeyfor @yanization Development available at
http://vaww.va.gov/NCOD/docs/virtualteamshandbook.PDF.

One of the potential disadvantages of providing facilitation virtually is that participants
may often be at their typical, individual workstations rather than in a conference room or
other meeting location and the temptation to multitask is noteworthy. Busy stakeholders
may find themselves distracted as e-mails come in or colleagues send them instant
messages. To address this concern, some recent facilitation initiatives have directly
asked participants to turn off any potential distractions (e.g., e-mail) for the duration of
the meeting. Facilitators have found that starting the meetings with this request has
helped to establish a culture of focused rather than divided attention.
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Promoting Shared Understanding

Clarify purpose and roles of implementation facilitation early

Explaining the role of the virtual implementation facilitator (Internal or External) is
essential to ensuring fidelity to the role and a smooth implementation process.'"124 The
potential for confusion about purpose and roles is magnified when relying solely on
remote communications. In the absence of non-verbal cues, it may be difficult to
determine if stakeholders are fully comprehending information you are trying to
communicate. Build in checkpoints early in the process to summarize information,
provide opportunities for questions, and ask stakeholders to describe their
understanding of the purpose and goals. Initially, facilitators may need to establish
frequent contacts to listen and learn about what the site is doing and collect information
about successes and challenges.*®

Promote a common sense of purpose

One of the tasks of implementation facilitation is to promote a common sense of purpose
as you are working to engage all stakeholders.*?® This may be challenging without
having the opportunity to be physically present at the location. It will be important that
you include essential tasks with the goal of creating this common sense of purpose. For
example, you may want to include group activities that help the team develop
aspirational goals of the program as defined by stakeholders. To do this effectively in
virtual formats, consider using on-line technology that allows for screen sharing and
provides the capability to capture a group brain-storming process (e.g., use the
whiteboard features that allow all members to contribute and view).

Establish understanding of context and organizational structure early

While understanding the context in which your innovation is being implemented is a core
part of any facilitation effort, this task is especially challengingd and yet especially
importantd for virtual facilitation. There may be some aspects of the context and
organizational structure at a given facilitation site that are obvious to local staff but
completely invisible to remote facilitators. Examples of this might include the physical
space of the office or clinic, the extent to which clinic leaders are visible to frontline staff,
or the characteristics of the fAtypical o patien
understanding the organizational structure is critical, including both the formal structure
as described in organizational charts and the informal structure of who people go to
when they need support from other parts of the hierarchy. These steps are crucial to
evaluate the level of authority needed to support the implementation process and who
has the power to institute needed changes. Frequent check-ins may expedite the
process. It is also important to be aware of issues and policies occurring at higher
organizational levels (e.g., at the network and national levels within VA) and in the larger
healthcare context to understand outside competing influences.
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Using Supportive Behavior

Pursue increased flexibility

Although implementation facilitation overall is a highly flexible and adaptable
implementation strategy, all aspects of virtual facilitation may require further enhanced
flexibility.'2® For example, although it is recommended that all interactions have an
agenda, be prepared to alter the agenda as needed in terms of both content and
process.'??

Listen actively

The role of active listening in virtual facilitation is essential. It will be important for virtual
facilitators to have strong active listening skills and to pay attention to nuances in
language used.'*® This is particularly important when relying solely on remote
communication. Virtual facilitators must consistently follow up on any statements that are
not fully clear, double check intended meanings, and ask additional questions that might
not be needed when interacting in person.

Exhibit energy and enthusiasm

At the initial virtual contact sessions, being prepared to inject energy is always vital.
Energy may be difficult to convey over remote technologies. Facilitators have found that
their energy and enthusiasm may not be as evident in virtual formats as it is in person.
Facilitators must be aware that they may need to intentionally do more and take active
steps to communicate their enthusiasm than they might in person.

f‘_-"""‘-._.-"l

In summary, it is important to remember that facilitation that relies on virtual interactions
appears to occur along a continuum, with some programs having no in-person contact, and
others having minimal. Further, standard implementation facilitation may use virtual
technologies throughout the process as well to supplement in-person interactions and allow for
asynchronous communication to occur. In addition to the specific nuances described in this
chapter, facilitators providing virtual implementation facilitation must also be well-versed in the
strategies described in Chapter5, fil mpl ement ati on Facilitation Acti
P h as e . 0imMdamentatioa facilitation may assist sites struggling with implementation
challenges when on-site assistance is not feasible or cost-effective. Policymakers, researchers,
and those providing implementation facilitation should understand the potential advantages and
disadvantages, and consider recommendations identified by field-based experts to inform
application of virtual facilitation.
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CHAPTER 8
SPECIAL APPLICATIONS OF IMPLEMENTATION FACILITATION

In this chapter, we discuss the use of IF for supporting implementation of technology-based
delivery models.

. IMPLEMENTING VIDEO TELEHEALTH TO HOME

Implementing video telehealth to home (VTH) presents unique challenges due to constantly
evolving technology, variable equipment and infrastructure, and oftentimes complicated
guidelines and best practices. Although any practice change can be difficult to implement,
technology-based interventions, including VTH, may be more likely to evoke skepticism or
anxiety from providers. This process can be made doubly complicated if the facilitator is tasked
with implementing a new practice (e.g., an evidence-based therapy) and a new mode of
delivering that practice (e.g., VTH) at the same time. Given the inherent complexities of this
modality, use of a specific VTH implementation approach can be helpful (e.g., Personalized
Implementation of Video Telehealth (PIVOT)),*?” with additional considerations for implementing
VTH at rural or under-resourced sites (e.g., Personalized Implementation of Video Telehealth
for Rural Veterans (PIVOT-R)).??8 Some of the key components of this approach are outlined
below.

Lessons Learned for Improving the Implementation Process

Engaging providers

It is crucial to engage frontline providers as national goals and top-down expectations
are rarely sufficient to substantially advance implementation of VTH. Technology can be
intimidating or off-putting to many, contributing to questions and concerns about
necessary expertise for use or ability to build rapport via video. Providers may also be
skeptical or uninformed about the logistics, capabilities, or policies related to VTH. It is
critical to be aware of current VTH guidance at the institution, state, and national level in
order to engage in effective education, marketing, and outreach to increase interest and
motivation for adoption. Thought ful ly and directly addressin
help improve engagement and trust. For example, acknowledging that VTH can feel
daunting when unfamiliar while highlighting the available resources and your willingness
to help them get comfortable can reduce resistance.

Importance of logistics

Ensuring a successful VTH session is a multi-step process that requires a significant amount
of advanced planning and organization. VTH logistical procedures should be established
during the pre-implementation phase, including the following:
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1 Identifying who will obtain the necessary VTH equipment for both patients and providers.

9 Testing VTH platform(s), from both patient and provider perspectives, on different
devices, operating systems, and web browsers.
Video Connect, requires patients to download a free app on iOS devices (iPhone or
iPad), and is optimized on Google Chrome.

1 Understanding all scheduling procedures, including processes for requesting VTH
appointments/links, sending appointment reminders, and avoiding double-booking VTH
and in-office visits.

1 Clarifying VTH documentation requirements including consent for treatment via VTH,
note templates, and inclusion of additional re
address, emergency contact information).

1 Confirming how VTH appointments will count towards workload credit and any special
procedures for billing and insurance.

9 Establishing backup procedures in the case of remote access disconnection, power or
internet/cellular outages, and equipment failure. Creating guides and troubleshooting tips
ahead of time can minimize frustration and increase willingness to try VTH.

Cross training

As discussed, VTH entails a complicated constellation of logistical concerns that make
cross-training necessary for successful implementation. It is important to have more than
one person trained for each aspect of VTH to ensure continuous operation when staff
are unavailable due to position vacancies, iliness, vacation, or other personal issues.
Depending on staff size and specialization, it is also helpful for individuals to be
knowledgeable about multiple aspects of VTH. COVID-19 highlighted the importance of
cross-training as many sites have experienced staffing problems while individuals await
test results or remain in quarantine due to the pandemic.

Recommendations for VTH Implementation

Track implementation training and activities

Tracking training and implementation activities can help maximize efficiency, reduce
duplication of effort, identify successful strategies, and refine the implementation
approach. Sites or clinics where VTH is being implemented need to identify who is
responsible for maintaining a record of the providers who have completed training and
are ready to deliver care via VTH. The specific training and competencies will be
determined bytheappr oved VTH platform and the provider
interactions; some providers may need to demonstrate competence using VTH for group
appointments while others will only use VTH for individual appointments. Keeping a
record of providers trained in VTH can help monitor progress towards implementation
goals (i.e., XX% of providers trained), identify patterns in VTH adoption (i.e., by
discipline or clinic), and determine points of intervention. For example, as VTH
implementation progresses, facilitators may want to engage providers who have
completed VTH training but have conducted zero or very few VTH appointments to date.
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As provider comfort with VTH has been found to increase with experience,*? it is critical
to assess concerns, troubleshoot problems, and offer additional support to help
encourage use.

It is also helpful to keep a log of implementation and outreach efforts, particularly if
implementing VTH at multiple sites or clinics. Information might include the date,
location/site, name and position/title of people present, method of communication (e.g.,
email, phone call, presentation, team meeting), and outcome. This record will enable you
to keep track of who you have approached about VTH and serve as useful reminders for
future contact or follow-up. Additionally, this record can offer an overview of which clinics
or disciplines have adopted VTH and help you determine which implementation
strategies are most successful, allowing real-time adaptations to the implementation
approach.

Identify champions and early adopters

Technology-based innovations, including VTH, inevitably attract early adopters and

champion providers. These individuals may be more technologically savvy, excited

about flexibility, or motivated by improved access for their patients. Regardless of their

motivation, champions and early adopters should be identified and nurtured with
personalized,iconci ergeodo facilitation to maximize the
pilot and refine procedures and identify workflow issues prior to expanding efforts to the

larger team. Additionally, VTH champions and early adopters offer an opportunity to

spread positive messages about VTH to colleagues on a peer-to-peer basis, which can

be more compelling than messaging from leadership or external facilitators.
Be organized and flexible

The complicated and constantly changing nature of VTH means that organization and
flexibility are critical for successful implementation. It is important to be informed about
the current state of VTH; guidance can shift rapidly, as is particularly evident during the
COVID-19 pandemic. Guidelines, memos, best practices, and ethics related to VTH
should be closely monitored at the site, state, and national levels. Ongoing assessment
will enable you to quickly identify and adapt to any VTH changes as well as national or
site level expectations. While it is important to have a plan, willingness and readiness to
capitalize on organic demand can advance VTH implementation goals. Unexpected
events in the region or the world can increase patient and provider interest in VTH. In
extreme situations, events can contribute to significant changes to policies and best
practices. During Hurricane Harvey, over 30,000 people were displaced from their
homes with even more left without power. The VA deployed mental health providers to
temporary shelters to help Veterans connect to their VA providers via VTH. Previously
reluctant mental health (MH) providers began using VTH and continued doing so after
their Veteran patients returned home. The COVID-19 pandemic precipitated an
unprecedented transition to telework and VTH delivered care, coupled with the
relaxation of regulations surrounding use of HIPAA-compliant platforms and increased
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insurance coverage of VTH appointments. While these policy changes may be
temporary, they offer a unique opportunity to engage providers and promote
implementation of VTH.

Assess multiple outcomes

Although successful VTH implementation often focuses on the number of VTH patients
and encounters, assessing multiple outcomes can offer a nuanced understanding of the
impact and identify points of intervention. High numbers of VTH patients and encounters
could imply widespread adoption of VTH but may instead reflect a few dedicated VTH
providers. If the goal is to offer VTH across a variety of services and to many patients,
outcomes must go beyond tallies of patients and encounters. Relevant outcomes might
include the number of VTH sessions per provider, the overall percentage of mental
health visits delivered via VTH, and which clinics or disciplines are offering VTH. These
additional outcomes highlight the breadth and depth of implementation success.

Il. IMPLEMENTING TELEHEALTH-ENHANCED PRIMARY CARE MENTAL
HEALTH INTEGRATION (PCMHI)

In VA, the integration of mental health interventions into primary care settings (Primary Care
Mental Health Integration; PCMHI) is an evidence-based approach to managing common
mental health concerns in primary care without a separate referral to specialty mental health.
PCMHI involves co-located collaborative care and telephone care management. Co-located
collaborative care was designed to be staffed by on-site behavioral health providers; however,
this is not always feasible in small and/or rural clinics. These features can be harder to execute
when not in-person and need to be adapted for provision through tele-health.

To support this adaptation, the Toolkit for Implementing Telehealth- Enhanced PCMHI was
developed as part of a larger VA study to assess the effectiveness of adding PCMHI providers
to clinics via video tele-health technology (tele-PCMHI). Tele-health technology refers to non-
face-to-face care using video and telephone visits. The toolkit provides instruction on necessary
steps, procedures, and considerations when the behavioral health PCMHI provider delivers
services to an outpatient clinic remotely.

While care management services are a core component of PCMHI, and often already provided
via telephone, we did not focus on care management for this toolkit. Care management via
telephone can and should supplement collaborative care provided as part of tele-PCMHI. This
toolkit contains information about how to deliver PCMHI behavioral health services (i.e.,
collaborative care) remotely via tele-health, relying primarily on video visits and supplementing
with telephone visits when necessary. Tools should be customized to fit sitesbunique priorities,
circumstances, and needs.

Intended users include providers, staff, managers, and administrators at community-based
outpatient clinics and VA Medical Centers wanting to implement co-located collaborative care
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(i.e., behavioral health providers) in PCMHI to clinics via video tele-health technology (tele-

PCMHI). We refer to these individuals as tele-PCMHI champions in these tools and suggest
forming a small tele-PCMHI implementation team composed of 2 to 5 individuals who will do
detailed planning, carry out required tasks, and eventually, evaluate how well tele-PCMHI is

going.

Tool development was supported by the fAdapting and Implementing the Blended Collaborative
Care Model in CBOCs0 s t R& $2-3(0rfunded by the VA Health Services Research &
Development (HSR&D) program.
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CHAPTER 9
EVALUATION OF THE IMPLEMENTATION FACILITATION STRATEGY

This chapter provides general information on processes, measures and tools that may be useful
in documenting and evaluating the impact of an implementation facilitation strategy when
applied to support use of an innovation. Chapters 4 and 5 discuss activities facilitators use to
support implementation, including assessing the local site, identifying metrics and data sources
for assessing implementation, and monitoring ongoing implementation progress. In this chapter
we discuss ways that the IF strategy can be evaluated. Evaluation processes can be conducted
by whoever is responsible for the facilitation effort (in the case of a clinical initiative or program),
facilitators who are also members of a research team conducting the evaluation, or
investigator(s) for a research study/evaluation process that is conducted independent of the
implementation effort. Regardless of who is responsible for leading evaluation activities,
evaluators will need input, e.g., documentation or data, from the facilitator(s) who supported
implementation.

I. DOCUMENTING FACILITATION TIME AND ACTIVITIES

Why Track Facilitation Time and Activities?

There are myriad reasons why it makes sense to track, in detail, the time and effort being
invested in a particular implementation project. From a practical perspective, tracking facilitation
time may be crucial to conducting cost analyses, informing hiring decisions, or determining
whether a facilitation project may be feasibly spread to other clinics or facilities. In the research
setting, such tracking may also be pivotal for informing resource allocation for follow-up studies.
For example, careful documentation of facilitator time has been used to estimate costs of
integrating mental health care into primary care clinics** and enhancing teamwork in outpatient
general mental health clinics.*3!

In addition, tracking the particular activities that facilitators engage in throughout the course of
implementing an innovation may be valuable. For example, such activity-tracking may reveal a
dearth of planning and preparation leading to large amounts of rework or problem-solving later
in the implementation process. Furthermore, tracking the specific activities undertaken by
facilitators can also inform the training or education of additional facilitators who may be tasked
with scaling up the innovation in question.

Programs for Tracking

Tracking facilitation time can be labor intensive and burdensome. We suggest that you select a
program or platform for documenting time that fits with your needs, the resources you have for
collecting and analyzing time data, and the skills of the facilitators who will use the
program/platform. Excel spreadsheets are one option. Based on the experiences of facilitators
in several healthcare implementation projects, we developed a templated Implementation
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Facilitation Time Tracking Log in Excel (Appendix L-1, page 221) that may be adapted for nearly
any facilitation project.’*® We have also developed Access databases that allowed facilitators to
select options from drop-down boxes rather than typing answers into a spreadsheet. See
Appendix L-2, page 225 for a sample Access database form.

Specific Domains to Track

You will need to decide which domains you want to document. The Implementation Facilitation
Time Tracking Log (see Appendix L-1, page 222) we developed provides context and definitions
for the list of facilitation domains we indicate below.

Date and time spent

While fairly self-explanatory, it is important to note the date and amount of time spent on

any facilitation activity being tracked. To minimize measurement burden on facilitators

that may be associated with more precise time documentation, it may make sense in

some cases to round onirfute imdrememts. Neneteelessp t o f i ft ee
decisions on the precision of time documentation are typically left to the discretion of

project leaders and facilitators.

Event type

In our experience, it may be useful to know whether each facilitation activity was being
conducted by the facilitator alone, in a one-on-one setting, or with a larger group (such
as a site visit or group conference call).

Communication type

Facilitating is all about communication, which can include email, phone, video
teleconferencing, interactions through other virtual platforms (e.g., Microsoft Teams,
WebEX), or face-to-face modalities. Ratings for this domain would not apply, of course,
for time spent by the facilitator alone (e.g., formatting documents for distribution).

People with whom the facilitator is interacting

The characteristics or details of the particular innovation targeted for implementation will
affect how much granularity is required for this domain. Some type of rough indicator,
however, of the primary personnel involved (e.g., a clinical team, facility leadership, or
another facilitator) will be useful for getting a picture of how the facilitation progressed
and which stakeholders may have been integral to the process.

Facilitation activity

What were the objectives, exactly, of each facilitation activity being tracked? Examples
might include assessing aspects of care being delivered at the site, educating staff about
the innovation being implemented, or problem-solving. Activities listed in the
Implementation Facilitation Time Tracking Log and defined in Appendix L-1 (pages 221-
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224) were identified using a rigorous literature review and Delphi process.*! Some
facilitation activities may be more important during certain implementation phases than
othersd for example, identifying problems or roadblocks may be particularly important
during the pre-implementation phase, while problem-solving activities are likely to take
place during the implementation phase.** Once again, the amount of specificity required
in this domain will vary widely from project to project, and we recognize that many of the
tasks undertaken by facilitators may fulfill multiple objectives. In those situations, it may
nonetheless be helpful to identify the primary activity being pursued for any given block
of facilitator time.

Timing of Facilitation Tracking

Tracking facilitation time and activities can itself be a time-intensive process, especially for
facilitators who may be working with multiple sites or clinics simultaneously. Nevertheless, in
some projects, facilitators are asked to document all of their activities on a continuous basis
throughout. However, for other projects, it may make sense to track all facilitation activities
taki ng pl ac e orispecifid ttime-limited snferivats @cross the project. For example, you
may track the time spent in facilitation for one-week intervals every two months for the duration
of the facilitation effort and use those data to estimate the total time spent on specific facilitation
activities across the entire process. Whether to track facilitation activities on a continuous basis
throughout, or instead, in time-limited intervals is another decision typically left to the discretion
of project leaders, dependent on available resources.

Il. ASSESSING FIDELITY TO THE INNOVATION

Oftentimes innovations are modified during implementation to accommodate the unique needs
, ~ and/or preferences of a local site or patient population.
As a result, when the innovation is actually
implemented, there may be differences between the
content of the modified version of the innovation and/or
the context in which it was originally designed and
tested in a controlled research setting.**? This may be
particularly true when the innovation is complex. Some
changes may have been planned and others may have been unintentional, and it is difficult to
know whether any of these changes may have unintended consequences on outcomes.**3 As a
result, it is important to assess the fidelity to the innovation to ensure that its core components
are actually delivered in your specific site(s).1%® Fidelity assessment can include review of: (1)
adherence to the content (such as changes to program curriculum in terms of additions,
deletions, substitutions and/or customizations); and/or (2) the delivery mechanisms including the
competence or skill involved in training. There may also be changes in the methods that deviate
from how an innovation was originally tested such as the length of, or change in, the order of
innovation activities. Another consideration if you are implementing an innovation across
multiple sites is to assess the frequency and range of adaptation across sites.

INNOVATION = WHAT

EBPPs or any clinical or
organizational practice, program, or
initiative being implemented

“ o
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Tools for Planning Adaptations to Innovations and Assessing Fidelity

As described in Chapter 4, adaptation is an important step in implementation facilitation to make
an innovation compatible to the needs of the target patient population and local conditions.
Pages 56-57 present general guidance from the Adaptation Guidance Tool of things that can
and cannot be changed from the original innovation to maintain fidelity.

This stage is a good time to refer back to the Program Adaptation Guidance Tool recommended
in Chapter 4. Whether or not you established a checklist of modifications earlier, documenting
what was done is an important step in assessing fidelity to the innovation, especially if you are
implementing across multiple sites. For use in reviewing your earlier documentation or
documenting adaptations at a later stage, the Program Adaptation Checklist is available at:
https://rtips.cancer.gov/rtips/assets/rtips/reference/adaptation guidelines.pdf

Information to guide your documentation and consideration of fidelity can also be found in a
framework to help you assess modifications to the innovation developed and revised by
Stirman, et. al..*>% The Framework for Reporting Adaptations and Modifications i Expanded
(FRAME)®® was developed to help characterize modifications made to evidence-based
interventions when they are implemented in contexts or with patient populations that differ from
that in which they were originally developed or tested. FRAME posits that there are multiple
forms of modifications and considerations for making those modifications, including:

1  When and how in the implementation process the modification was made
1 Whether the modification was planned/proactive or unplanned/reactive

1 Who determined that the modification should be made

1 What was modified

1 At what level of delivery the modification was made

1 Type or nature of context or content-level modifications

1 Extent to which the modification is fidelity-consistent

1 Reasons for modification (intent, goals, and influences)

Figure 7 below outlines types of content modifications that may be used to document changes.
Stirman et al. emphasize that these modifications may occur at different levels such as the
individual recipient level, population level (e.g., a particular cultural, ethnic, clinical, or social
group), provider organization level (clinic, hospital, etc.), etc.
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Figure 7. Excerpted from Stirman, et al. (2019)%

Types of content modifications

Tailoring/tweaking/refining

Changes in packaging or materials

Adding elements (intervention modules or activities)

Removing elements (removing/skipping intervention modules or components)
Shortening/condensing (pacing/timing)

Lengthening/extending (pacing/timing)

Substituting elements

Re-ordering of intervention modules or segments

Spreading (breaking up session content over multiple sessions)

Integrating another approach into the intervention

Integrating the intervention into another approach

Repeating elements

Loosening structure

Departing from t h éitherfolowad byeameturn dorprotocol dithin f t
the encounter or without returning)

= =4 4 -4 8 a8 -4 -9 -5 -2 -9 -2 -2 -9

Another important succinct guide is a fact sheet based on SAMHSAG Foolkit for Modifying
Evidence-Based Practices to Increase Cultural Competence developed by the Nathan Kline
Institute for Psychiatric Research.'* This fact sheet, Mdtlifying Evidence-Based Practices to
Increase Cultural Competence: An  Ov e rpvovideswguidance on why adapting innovations
for different cultural groups is important and how to consider changes that maintain the integrity
of the innovation and produce predictable outcomes. It can be found at: Fact Sheet.

For additional information on adaptation in implementation science, and thinking about sources
of adaptations of innovations, we recommend: The Adaptome: Advancing the Science of
Intervention Adaptation.*®

In summary, we hope that this information will help you assess where you may have made
modifications to the innovation that you are implementing, and any implications for fidelity. While
modifications are often necessary to improve the fit and compatibility of the innovation to the
needs and/or preferences of a local site or patient population, modifications should be carefully
considered and documented to ensure overall fidelity to the innovation, which may also be
useful in assessing its sustainability.
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lll. ASSESSING FIDELITY TO THE IMPLEMENTATION FACILITATION

STRATEGY

To help ensure appropriate application and spread of successful implementation strategies, it is
important whenever possible to use tools and processes to measure and support fidelity to the
core components of a given strategy.**® In implementing evidence-based practices or other
innovations, it is important to give attention not only to documenting and assuring fidelity to the
innovation (as described above) but also to documenting facilitator activities and assessing
fidelity to the core activities of implementation facilitation (IF)
to support its practical application and dissemination to other
settings.*® Within implementation science, there is a diverse
portfolio of implementation strategies with a range of
effectiveness that might be used to support uptake of

, N

Implementation Strategy

What you do (or someone
else does) to help the setting
implement thennovation

“ o

innovations. Documentation and reporting of fidelity to the
implementation strategy will enable implementation
practitioners and scientists to assess the extent to which implementation success is influenced
by adherence to core components of the strategy or strategies used. Fidelity assessment will
also support more accurate replication of these strategies by others if shown to be successful.
Unfortunately, this aspect of implementation science and practice has been relatively
underdeveloped and infrequently applied.**’

As mentioned in the Introduction, a number of studies have contributed to a growing evidence
base for the impact of IF strategies for promoting use of a new program or practice in healthcare
settings.102627:138 Based on a comprehensive scoping literature review of IF studies published
from 1996-2015 (94 studies, 135 articles) followed by a rigorous consensus development
process with an expert panel,*! core IF activities for fidelity monitoring were identified for each of
the three phases of implementation: 8 core IF activities for the Pre-Implementation Phase, 8
core IF activities for the Implementation Phase, and 4 core IF activities for the Sustainment
Phase (see Table 5). Definitions for the core IF activities are provided in Appendix L-1.

Table 5. Core Implementation Facilitation Activities

Pre-Implementation Phase

Implementation Phase

Sustainment Phase

Engaging stakeholders/
obtaining buy-in

Providing support

Providing support

Identification/selection of
local change agents

Adapting program to local
context without
compromising fidelity

Pulling back and letting sites
take lead

Data collection to assess
context and baseline
performance

Conduct ongoing monitoring
of program implementation

Conduct ongoing monitoring
of program implementation
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Pre-Implementation Phase Implementation Phase Sustainment Phase
Problem identification Providing updates & Providing updates &
feedback feedback
Action/implementation Problem-solving
planning
Describing/clarifying roles Fostering organizational
and responsibilities change: structural
Goal/priority setting Managing group/team
processes
Administrative tasks Administrative tasks

The consistent inclusion of an IF fidelity measure in future studies could help document and
characterize empirical relationships between IF fidelity and implementation outcomes,
enhancing what may be learned from such research. There are several ways that IF Fidelity
might be monitored:

9 For IF fidelity monitoring, use of core IF activities can be documented by facilitators on a
regular basis (e.g., weekly, biweekly) on the IF Time Tracking Log described earlier in
this chapter (see pages 108-109). For quantitative IF fidelity analyses in an evaluation,
one might assess: (a) to what extent facilitators applied ALL of the core IF activities in
the site(s) they worked with for each phase of implementation; (b) how frequently
facilitators applied the different core IF activities in their contacts with sites; and (c)
whether/how any of the IF fidelity measures were associated with implementation
outcomes.

f Facilitatorsodé use of core | F activities may al
interviews by evaluators assessing their activities with sites to support implementation of
a given program or practice. For example, Iverson et al. are conducting in-depth follow-
up qualitative interviews with facilitators to assess fidelity to the 16 core implementation
facilitation activities as part of an ongoing trial.**°

1 Finally, in cases where facilitators may choose not to document their time and activities
on an IF Time Tracking Log (to minimize facilitator reporting burden), we have
developed and are currently piloting prototype IF fidelity tools that could be completed by
facilitators for periodic IF fidelity monitoring.2*° These IF fidelity tool prototypes are
desi gned -also me@padfaklity assessments that facilitators can complete
to document their use of core IF activities at a given site. They are intended to serve as
a self-assessment for facilitators to monitor their use of core IF activities within the
different phases of implementation and to assess frequency and intensity of their use of
the core IF activities. These IF Fidelity Tool prototypes are not currently available; they
will be added to this Manual once initial testing and refinement is completed.
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IV.ASSESSING OUTCOMES

When assessing the impact of an implementation facilitation (IF) strategy, there are two general
categories of outcomes to consider: clinical outcomes from the innovation being implemented
and implementation outcomes of the IF strategy itself. In selecting the outcomes to focus on, it
is important to involve key stakeholders (e.g., operational partners, implementation recipients),
so that there is a shared understanding of the impact that the IF strategy is targeting to make.
There also are additional considerations for assessing outcomes, stemming from how (i) IF
often employs multiple implementation strategies as a bundle and (ii) successful implementation
is being increasingly seen as a path to health equity.

Assessing the Innovation

Innovation outcomes will of course depend on the program that you are implementing and the
target of the innovation. The RE-AIM evaluation framework®’ provides a helpful tool by which
outcomes of the innovation may be assessed. As noted in Chapter 5, RE-AIM promotes use of
measures to assess the reach, effectiveness, adoption, implementation, and maintenance or
sustainability of the innovation over time.

Dimensions Definitions

Reach The absolute number, proportion, and representativeness of individuals
participating in the innovation or program. For example, the site may wish
to monitor the number of patients who receive or are participating in the
innovation and their specific characteristics.

Effectiveness or ~ The impact of an innovation on important outcomes, including specific

efficacy patient-level outcomes, potential negative effects, quality of life, and
economic outcomes. For example, if a site is implementing a tobacco
cessation program, site stakeholders might want to collect data on and
monitor quit rates and the progr al
variables for enrolled patients.

Adoption The absolute number, proportion, and representativeness of users
(settings and/or staff) of the innovation. For example, a measure of
adoption might be the number of clinical providers who are delivering the
innovation.

Implementation refers to innovation fidelity or the extent to which a site implements the
innovation as planned. For example, many evidence-based programs
have core components, and measures of implementation might assess
how well each of those core components was actually implemented.

Maintenance refers to the sustainment of the innovation and is often assessed by
repeating measures of reach, effectiveness, adoption, and
implementation over time.

According to the RE-AIM framework, an innovation can only affect a population if clinics and
providers first adopt it, reach a large proportion of the target patient population, implement it with
fidelity, effectively improve outcomes, and maintain the innovation after researchers withdraw.
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There are related outcomes that depict the innova
context. These include acceptability, appropriateness, and feasibility:4*

Acceptability refers to the extent to which stakeholders find the innovation palatable,
given their knowledge of and experience with it. (Note that this is distinct from the
acceptability of the IF strategy, which is discussed under the section below on
Assessing the Implementation Process).

Appropriateness refers to the extent to which the innovation addresses the need of the
population that the implementation is targeting. For instance, an innovation that has
been shown to increase the rate of guideline-concordant cancer screening would be
appropriate for a clinic looking to improve their screening rate.

Feasibility refers to the extent to which it is practical for the innovation to be carried out
within a setting. This practicality is often driven by the availability of resources needed
for carrying out the innovation. For instance, an innovation that requires new equipment
to be purchased may not be feasible for a clinic with limited financial resources on hand.

These assessments of the compatibility between the innovation and the implementation context
may render different results depending on whose perspectives the assessments examine and
when the assessments are conducted. To accurately capture multiple perspectives and how
they change over time, it is recommended that the assessments (1) involve stakeholders at
various organizational levels (e.g., leadership, front-line staff) and with diverse relationships to
the innovation (e.g., payer, consumer) and (2) are conducted across distinct phases of
implementation.

Assessing the Implementation Process

The second category of outcomes to consider includes those associated with the

implementation process itself. Some have embedded the assessment of these outcomes under

i mpl ementation fidelity within tAlMfrabewonywhdement at i o
others have considered it as a distinctly different area. While the degree to which an innovation

is implemented as planned is one component of assessing facilitation outcomes there are other

factors to consider. These include:

Acceptability of the implementation facilitation strategy. When assessing acceptability, it
is important to target key stakeholders such as site level leadership, those that
champion local implementation and/or others who are closely involved in the
implementation process. This assessment is frequently done through interviews
conducted by someone other than the facilitator (to minimize social desirability bias),
though this may be done less formally through a brief set of questions. What is
important is to be able to document the experiences of those participating in the
implementation process so that future IF activities may be improved.
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Cost of the IF strategy. Documenting the cost of the facilitation process continues to be
an important component of implementation. As described previously in this chapter,
Documenting Facilitation Time and Activities, understanding the cost of the
implementation activity allows for clinical and operational leadership to determine the
degree to which the IF strategy can feasibly be incorporated into large scale spread
initiatives. Costs can vary greatly across different models of IF, with one of the primary
drivers of IFcostsbeingt he facilitatorsé ti me.

Case Example

For example, in a project to re-engage Veterans with severe mental iliness that had
been | ost to care back into treat ment,
was applied over a six-month period. This model required on average 7.3 hours of

facilitator time per site.?® In contrast, an intensive external and internal facilitation
model applied over 27 months to implement Primary Care Mental Health integration
at clinics with particularly challenging organizational contexts required on average
55 hours of external facilitator time and 426 hours of internal facilitator time per site.
Approximately forty percent of external facilitation time was devoted to travel.'*

Implementation process outcomes. These outcomes refer to the degree to which sites

achieve the implementation milestones that are set during implementation planning and

may be collected by frequent review of the implementation plan or in consultation calls

with the sites. It is important toremembert hat t he i mpl ementation pl a
document o and that making informed changes in
implementation process to increase chances for success does not reflect failure but

rather close attention to the needs of the site and appropriate execution of the Plan-Do-

Study-Act cycle.

Case Example

For example, in a project to implement the Collaborative Chronic Care Model
(CCM) into interdisciplinary team-based care at multiple outpatient general
mental health clinics, an external-internal facilitation model was applied over 12
months per site.}*2 Implementation process outcomes assessed included (i) team
function and (ii) concordance of team processes with core CCM elements. Team

function was assessed using the Team Development Measure,'*® a team

member survey, administered at the start of implementation and during the

second six months of implementation. CCM concordance was assessed by
reviewing the extent to which the team had established and documented 27 care
processes deemed consistent with the CCM. The review assigned a consensus
rating of Anot completed, o0 fApartially
process.
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Selecting Outcome Measures

Among these multiple outcomes that can be considered for assessing the impact of an
implementation facilitation strategy, their availability and relative priority depends on the context
of implementation. Health care systems may already have predetermined outcomes (or
performance measures) that align to their organizational priorities, which they desire to improve
through a particular implementation effort (e.g., increase in access to health care services,
enhanced employee satisfaction). Even within a single health care system, stakeholders at
different organizational levels may be interested in different outcomes; for instance, front-line
providers may consider frequent check-ins with existing patients on their panel to be their
priority, while their clinic leadership may view increasing access to new patients in need of
services to be essential. Furthermore, implementation projects may have their own benchmarks
for assessing implementation success across multiple systems that they work with (e.g.,
proportion of employees trained in the new innovation, fidelity with which the innovation is
implemented), which may or may not be seen as critical by their operational partners at the
health care systems.

It is thus important for an implementation project to make clear to its operational partners and
other key stakeholders at different organizational levels, based on its knowledge of the

i hnovat ieocaliase, whichiodtcomes are reasonable to target within the timeframe of
implementation. It is also important for the implementation project to learn from its operational
partners about outcomes that are already routinely being measured by the health care system,
so that outcomes data collection and reporting can be planned accordingly. For the different
stakeholders involved in this discussion to
measures, they may differ in how frequently and in what format they wish to stay informed about
changes in those outcomes. It this therefore recommended that the implementation project
establishes expectations early on regarding when, to whom, and how its implementation
outcomes will be presented.

Case Example

To pilot implementation of a suicide prevention intervention in emergency
departments, experts in the innovation (Caring Contacts), research design, and
implementation practice worked with medical center emergency department and
mental health leadership to identify both sources of data that were available and

metrics that medical center leadership prioritized.**° Following the pilot, outcomes were
revised based on continued input from this group of experts, including the clinical
leaders who remained on the pilot advisory board. This pilot ultimately led to support
for implementation of Caring Contacts in 28 sites across the health care system.
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Additional Considerations for Assessing Outcomes

IF often employs multiple implementation strategies as a bundle. There is a growing emphasis
on identifying which strategies, and which combination of strategies, lead to better
implementation outcomes.'#41%5 These recent developments are both strengthening and further
specifying the evidence base of IF as an implementation strategy. Such expanded evidence will
enable future IF efforts to better predict which outcomes are most reasonable to target, based
on which IF model a project decides to employ (e.g., whether involving a learning collaborative
or not; whether conducting a site visit or not). Importantly, this will directly inform the selection of
outcome measures that implementation projects carry out in collaboration with their operational
partners and stakeholders, as discussed under the section above on Selecting Outcome
Measures.

Another consideration for assessing outcomes is that successful implementation is being
increasingly seen as a path to health equity.'#614” Health care disparities that inhibit or prevent
health equity can be recognized as a special case of implementation failure, in which the
implementation effort is not able to increase the uptake of an evidence-based innovation into
routine practice for certain populations who need them most. Accordingly, implementation
efforts are beginning to more explicitly consider the relevance of societal context on
implementing an innovation. These societal influences include the various physical structures in
the built environment, economies, policies, and social forces within which implementation
contexts and recipients reside. When assessing potential and resulting impacts of an IF
strategy, consideration of these influences can critically inform how the strategy can be tailored
to meet the needs of diverse contexts and recipients, and also what outcomes are reasonable to
target for which implementation contexts and recipients.

m'

Facilitators conduct many assessment activities to support innovation implementation, e.g., they

assess organizational progress and outcomes of innovation implementation. However, this

chapter explores methods for evaluating the IF strategy itself. Such evaluation may include
documentation of facilitators6é time and activitie
the innovation were implemented with fidelity; assessment of whether the IF strategy was

applied as originally planned (including use of core IF activities); and assessment of the overall

outcomes of the IF process, including innovation outcomes and outcomes of the implementation

process itself. Conducting such evaluation activities can help facilitators improve their efforts to

support implementation and ultimately improve innovation outcomes.
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CHAPTER 10
SUPPORTING FACILITATOR WELLBEING AND EFFECTIVENESS

However skilled they may be, implementation facilitators cannot implement change alone.
Successful facilitation relies on effective collaboration between facilitators and the individuals,
teams, and organizations they support. The process of establishing collaboration is dynamic
and can be challenging, particularly for novice facilitators and/or when facilitation does not
proceed as planned. This is because facilitators not only do the work of facilitation, they also
experience it emotionally, physically, and mentally. To remain effective, facilitators need to pay
close attention to their own wellbeing throughout the facilitation process, by reflecting, adapting,
and seeking support as necessary. This chapter will discuss facilitator wellbeing and present
three strategies to support facilitator wellbeing and effectiveness.

I. FACILITATOR WELLBEING

Facilitation Intensity

During all phases of implementation (pre-implementation, implementation, and sustainment),
facilitators use different degrees of effort to respond to facilitation challenges and to bring about
implementation successes. As a result, facilitators experience a range of emotions related to
their facilitation efforts. These emotions can impact how the facilitators feel about themselves,
their facilitation, and the implementation process. We call this facilitation intensity and define it
as:

AA measure of both the facilitation tasks and
motivate implementation, and the psychological impact on the facilitator of
delivering t he facilitatiodéh tasks and activities. o

The intensity with which individual facilitators experience the facilitation process can vary from
encounter to encounter (e.g., facilitation meeting/call), from project to project, and from facilitator
to facilitator (e.g., novice facilitator, expert facilitator). A task that is very intense for one
facilitator may go emotionally unacknowledged by another facilitator. These differences in
facilitation intensity have important implications for facilitator wellbeing and for implementation
success.

Facilitator Morale

Facilitation can be extremely rewarding. Accomplishing even simple tasks through a team effort
and effective facilitation can be satisfying and can bring renewed energy for all involved.
However, less successful facilitation experiences can be just as impactful and taxing for the
facilitator. This is due, in part, to the inevitable setbacks associated with pursuing
implementation goals. As facilitators work through failures and challenges to achieve
successes, fatigue may be unavoidable, even when success is achieved. As a result, facilitators
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should anticipate challenges and be prepared to address them to minimize impacts on their own
morale.

Facilitators foraquality i mpr ovement initiative to I mprove

coordination in primary care identified the following challenges they experienced.'*® They
typically experienced these often-interrelated challenges simultaneously.

1 Lack of progress or follow-through from the implementation team on key project
metrics

1 Changes to the implementation team due to staffing reassignments or loss of
interest

9 Emotion/frustration directed at the facilitator by the implementation team
1 Mismatched expectations between the facilitator and the implementation team

1 Supporting the implementation team with and generating buy-in for quality
improvement/implementation methods and data collection

I Managing team dynamics

1 Promoting effective communication between the implementation team and the
facilitator and within the team

1 Documenting implementation and facilitation progress
Facilitator Burnout

Facilitation is complex and often occurs in dynamic (and sometimes dysfunctional) settings. As
a result, facilitators risk experiencing the same symptoms of work-related burnout i exhaustion,
cynicism, loss of confidence in their skills/training T as the people they support.24° Although all
facilitation can be challenging, facilitation that involves multiple encounters per week, over
extended periods of time, and across teams and/or organizations can be especially challenging
since the potential for burnout associated with facilitation is greater. Recognizing and
addressing burnout, as well as preventing it whenever possible, is important for facilitators to
maintain their wellbeing and effectiveness (see Section Il below for strategies to support
facilitator wellbeing and effectiveness).

Facilitator Resilience

In addition to coping internally with the fluctuating intensity of the facilitation process, facilitators
must also learn to regulate their outward displays of emotion when interacting with the
individuals and teams they facilitate. By regulating their own emotions, facilitators are able to
encourage others to continue working toward successful implementation even when they
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themselves are experiencing fatigue or stress. We call this coping and self-regulation facilitator
resilience and define it as:**°

AfiThe facilitatordés ability to cope and adapt t
effectively engage and motivate recipients in implementation, while nurturing and
sustaining hope, self-e f f i cacy, and adaptive coping behavi ¢

Facilitators use their personal and professional skills, both learned and natural, to support
and enable implementation. For example, they may use their personal skills to listen
sympathetically to individuals on implementation teams who are frustrated with the
barriers to implementation they are experiencing (e.g., resistance from leadership, lack of
buy-in from colleagues), while using their professional skills to actively seek clues in the
conversation to identify strategies that might help address the barriers to implementation.

Facilitators6é ability to cope with and adapt to t
from the facilitation process itself and can positively and negatively impact the effectiveness of

their facilitation. Facilitators who are better able or better supported to cope may be more

effective than facilitators who are less able or less supported.

Il. SUPPORTING FACILITATOR WELLBEING AND EFFECTIVENESS

Facilitators need to be supported with a variety of resources to better cope with facilitation
intensity, strengthen their resilience, and improve their effectiveness. This can be done by
providing time for facilitators to reflect, debrief, and self-reflect after each facilitation encounter.

Continuous Feedback

Soliciting feedback from others about their facilitation is an important way that facilitators can
improve their facilitation effectiveness. Feedback can be collected formally (e.g., via interview,
survey) and informally (e.g., via constructive discussion during a meeting). Feedback can come
from the individuals and teams being facilitated, from other facilitators, from supervisors, and
from the facilitators themselves through self-reflection. Facilitators can check in periodically with
the implementation teams they support to gauge their satisfaction with the facilitation process
and to identify areas for improvement.

Debrief Sessions

Debrief sessions are a second strategy facilitators can use to work through implementation
challenges, especially those that require high intensity. Debrief sessions can be formal (e.g.,
scheduled after each facilitation encounter) or informal (e.g., held as needed) and can range in
length from a few minutes to 30-60 minutes or more depending on the topic being discussed.

Debrief sessions are most helpful when held with other facilitators (when available) or
individuals who understand the challenges of facilitation and can help address both the
technical and the emotional aspects of facilitation. The sessions allow facilitators to step back
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emotionally and mentally from the facilitation process by relying on the feedback of others to
help facilitators process their own emotions and to brainstorm how to address challenges.
Debrief sessions can be very cathartic.

Self-Reflection

Reflective writing has been used in psychotherapy training programs to promote expertise

development, improve stress management, avoid burnout, and increase effectiveness in

therapists.'®! Facilitators may experience similar benefits by writing about their facilitation

process in an open-ended or templated way, to capture specific information about their

wellbeing and effectiveness. These self-reflections can be brief and can be completed in a
systematic way (e.g., after each facilitation enc
writing can be cathartic for facilitators since it provides an outlet to process emotions associated

with facilitation, as well as a way to assess, refine, and improve facilitation skills.

m'

Facilitation is relational in nature and often occurs in complex and dynamic environments.
Facilitator wellbeing and facilitator effectiveness can be impacted by the intensity of the
facilitation process. To remain effective, facilitators should be watchful of their own morale and
burnout and seek support when necessary. Continuous feedback, debrief sessions, and
reflective writing are three strategies that can help support facilitator wellbeing and effectiveness
on an ongoing basis throughout the facilitation process.
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